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ABSTRACT 

In this study a tripartite categorization of an 
organizational staff was constructed and tested. The 
investigation was carried out at a college but the model of 
the study is also applicable to a school staff. The oat yenae 
of authority which are associated with the allocation of 
resources and kinds of relationship which different 
individuals have with the formal leader form the basis of 
the categorization. Three kinds of resources are described, 
Best Situational Rewards, Other Situational Rewards, and 
Established Rights. Three kinds of relationship are also 
identified, Integrative, Exchange, and Threat. One class of 
staff, the Dependents, act like an oligarchy at the 
organizational level. They get all three kinds of resources 
and are in an Integrative relationship with the leader. 
Another class of staff, the Interdependents, are the broad 
middle group of staff. They get Other Situational Rewards 
and Established Rights, and are in an Exchange relationship 
with the leader. The last group of staff, the Independents 
ares an. OUL=Group ins frequent, conflict with the leader. They 
get Established Rights only and are in a Threat relationship 
with the leader. The Independents are also subjected toa 
range of informal sanctions. 

A number of other variables are also associated with 
each category. The most important of these are Conflict, 


Cohesiveness, and Leader's Dependency. The model integrates 
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conflict into the organizational envircnment and attempts to 
show how it is absorbed and dissipated. Levels of group 
cohesiveness are also discussed for each group and it is 
proposed that the leader has a fundamental dependency on the 
middle (Interdependent) group of staff. It is also proposed 
that the Independents are cohesive and are in a relationship 
of high conflict; the Dependents are very cohesive and the 
Interdependents share a mutual concern for organizational 
stability with the leader. The properties of the categories 
of staff and the variables when considered at their various 
levels indicate how organizational stability is achieved. 

The study is considered to be exploratory in nature. 
Thus testing in one college was appropriate. An interview 
schedule was constructed and questions put to most of the 
staff of a given college. Analysis of the data was largely 
by qualitative means which attempted to describe both the 
specific properties of the categories and the underlying 
patterns of staff behavior which were associated with the 
variables of the study. 

The main conclusion of the study is that sufficient 
evidence was produced to warrant further testing and 
development of the theory. Three groups of staff 
corresponding to those of the theory were outlined with a 
reasonable degree of clarity at the college under 
investigation. Only limited information on the kinds of 
resources associated with each category was produced in this 


investigation. In addition neither the Dependent group nor 
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the Independent group was perceived to be cohesive at the 
given college. 

The recommendations deal almost entirely with the means 
of further testing of the model in a range of organizations 
but the diagnostic properties of the theory are also 


considered. 
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CHAPTER 1 
INTRODUCTION 
PURPOSE 

The purpose of the study was to develop a model of 
organizational staff as a tripartite categorization and to 
investigate the existence of the categories in a given’ 
Situation. The categorization was based on the allocative 
pattern of resources and the leader-member relationships. 

SIGNIFICANCE 

There were three aspects of Significance in this study. 
In the first instance a study which attempts to describe new 
phenomena, a classification system in this case, is 
exploratory in nature. The particular significance of 
exploratory studies was thus pertinent. Secondly, there was 
an area of significance concerned with the importance of 
categorization in the social sciences and finally there was 
the relevance, for administration, of the concepts upon 
which classification is constructed. 

Katz (1953:75) states that the purpose of exploratory 
studies is, "...to discover significant variables in the 
field situation, to discover relationships among variables, 
and to lay ground for later, more systematic testing of 
hypotheses." The three categories of staff, named by 
selected terms, the Dependent, the Interdependent, and the 
Independent were the constructs to be investigated in the 
field situation. These terms are explained in Chapter 3. It 


is argued in the conceptual framework that these classes of 
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staff are understood primarily in terms of different 
allocations of resources which in turn are closely aligned 
to different authority bonds which each class sets up with 
the leader. Other aspects of the organization, such as 
conflict and the dependency of the leader on his staff, are 
also described at varying levels for each class of staff. 
These were the variables and kinds of relationships 
investigated in the study. 

The essential nature of classification is analysed in a 
series of short statements by Simpson. He gives five bases 
underlying classifications: 

1. A major function of classification is to construct 
classes about which generalizations can be made. 

2. Classes are constructed in connection with a particular 
purpose that depends upon the kind of generalizations 
considered pertinent. 

3. Some classifications pertain to a wider range of 
phenomena and permit more meaningful generalizations than 
others and are in that sense more useful, or more powerful. 
4. There is not an ideal or absolute scheme of 
classification for any particular field of phenomena; there 
are always a number of classifications possible. These will 
differ according to the purposes for which they have been 
constructed. 

5. Even classifications in the same form with the same 
purposes, and based on the same criteria or principles are 


not unique or uniform (1961: 25-265). 
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Even though the study was exploratory and restricted by 
limited resources available for it, Simpson's factors were 
of concern. Generalizations are inappropriate in a project 
of this kind other than as statements in the conclusions of 
the study which would underlie the more rigorous stages of a 
research program as mentioned by Katz. The purpose of the 
study has already been given. I+ is claimed that the 
classification proposed is of the wide-range type. Sokal and 
Smith (Callinan, 1969:15) concur with the third point made 
by Simpson. They point out that the best taxonomies have 
classes which can be associated with a large number of 
characteristics and a large amount of information. The model 
presented later in the study has three main concepts, 
authority, resources, and relationships; three concepts of a 
less central nature, Conflict, Cohesiveness, and Leader's 
Dependency on staff; and nine additional elements. The model 
may have further implications not described in full detail 
in the thesis, such as a potential contribution to the 
explanation of hierarchical structure. Simpson's last two 
points are of less importance and may be taken as useful 
guidelines to the limitations and nature of classification. 

As the literature of administration follows the 
Weberian tradition to quite an extent, authority is a 
central matter. It appears that the importance of authority 
has been both challenged and obscured as administrative 
studies have developed. Control in the human relations 


approach takes rather indirect forms associated with social 
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Support. Simon emphasized decision making. In a range of 
modern theorists such as Argyris, Herzberg, Woodward and 
many others, authority has rarely been a central concern. 
The expansion of administrative studies into the new 
Management sciences of the post-War technologies and the 
growing interest in policy making have likewise diverted 
attention to other areas. The position taken here is that 
these aspects of administration are relevant and the 
contribution of the theorists is valuable but a 
reaffirmation of authority as one central aspect of the 


administrative process is warranted. Filon states: 


It (the book, Management Control) puts forward 
the proposition that among the many different 
but valuable approaches to management theory, 
there is a need to present the concept of 
control as a ubiquitous element in the 
management process -- without control there can 
be no management (1971:14). 


There is wide recognition that a relationship exists 
between the control and direction of staff and the rewards 
which they receive and expect (Marcus and House, 1973:207). 
These processes of control appear to be very similar to the 
processes of authority discussed by Weber. Blau and Scott 
make reference to management as regulation of incentive 
Systems (1962:166-167) but the relationship between control 
and resources allocation remains ill-defined and lacks 
integration into a general theory of administration. The 


description of three kinds of control relationship places 
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this concept in a central position and suggests a solution 
to the problem of integration. 

The concept of conflict has been associated directly 
with authority and resources in administrative studies by at 
least a few writers (Hersom, 1968; Krupp, NICOH=bur, PE sa 
concept which merits a more central place. Perrow states: 
"...a theory of organizations, rather than one of individual 
interaction should be able to accommodate group conflict" 
(1971:58). He claims that this has not been accomplished to 
date. This is a further problem which was partially explored 
in this study. 

ASSUMPTIONS 

The study investigated the existence of patterns of 
authority based on the allocation of resources. It was 
assumed that this is a very important base of authority in 
educational organizations but it was also assumed that other 
sources of authority may well be in operation. It was also 
assumed that it is reasonable to take a broad view of 
resources. Organizational resources extend beyond the 
materials allocated by the administrator and include the 
conferring of status, including informal status, and the 
command of a system of informal sanctions. 

DELIMITATIONS 

The study was confined to one college and within this 
to interviews of most of the staff involved in student 
instruction together with several persons in a supervisory 


capacity over the instructional staff. Only the more central 
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and important aspects of the model were investigated 
directly for the thesis, but as open questions were used 
there was an opportunity to obtain other information. The 
main thrust of the study was to seek a general pattern of 
staff groupings. Only a limited attempt was made to identify 
persons as members of the particular groups as it was 
considered to be important to investigate the general 
perception of the existence of such groups in the first 
instance. 

LIMITA TIONS 

Limitations of respondent perception of the interview 
method applied. Part of the investigation was directed 
towards rather subtle matters including activities which may 
lack social approval. This added to the problems of 
reliability and validity associated with perception. 

Gorden, (1969:70-84) has described a number of 
inhibitors to the free flow of information in interviews and 
at least three of these, ego threat, trauma, and etiquette 
were important in the present study. The first two were of 
considerable relevance in a study dealing with rewards and 
Sanctions. The third came into operation if the researcher 
was perceived to be an inappropriate recipient for certain 
kinds of information, a circumstance which may well have 
occurred. In addition the responses from open questions may 
be subject to more than one interpretation. There are other 
limitations associated with the evaluation of qualitative 


data such as the informant's access to the desired data. 
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The study dealt with categorization but the exact 
nature of taxonomy in the social sciences is not clear. Some 
of the most frequently used taxonomies in administration, 
for example, have a "rule of thumb" quality absent in 
taxonomies in the physical sciences in which precise 
criteria for identification and allocation to class ae 
frequently available. 

Finally, it is important to note that generalizations 
Should not be made from the Single college studied to other 
colleges or schools. 

OUTLINE OF THE STUDY 

In the first chapter the study was introduced by making 
reference to its purpose and Significance. The aspects of 
the latter discussed were the nature of classification and 
the importance of the concept of authority. This was 
followed by a statement of assumptions, delimitations, and 
limitations. 

Chapter 2 is a literature review which is in two 
sections, one dealing with the harmonious view of 
organizations and the other with the conflict view. It Ls 
the conflict view which provides the groundwork for the 
development of the theoretical framework of Chapteressethe 
three main areas of the framework are a categorization of 
resources, a statement on three kinds of authority 
relationship, and the categorization of organizational 
Statt. 


In Chapter 4 a methodology is developed from a 
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preliminary statement on the nature of the research project. 
The interview schedule and the pilot study are discussed. In 
this Chapter there is also a discussion of the means of 
evaluation and treatment of the data, and an introduction to 
the college in which the study was carried out. 

Chapters 5 to 7 deal with each class of staff in ne 
order of the Interdependent, the Independent, and the 
Dependent. Chapter 5 also has a few preliminary matters of 
analysis and Chapter 7 a few concluding ones. 

The final Chapter first deals with an evaluation of the 
interview schedule. This is followed by an overview of the 
study, two points of interest which relate the findings and 


theory to other areas, and a statement of recommendations. 
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CHAPTER 2 
LITERATURE REVIEW 

In this chapter the work of the main theorists who have 
provided material associated with the concepts of the study 
is considered. This material is divided into two sections. 
One section deals with theorists who perceive pee one 
to be entities in which the members pull together and thus 
there is a basic internal concurrence. The other section 
deals with the opposing stance which recognizes a lack of 
co-operation and internal concurrence. 

THE HARMONTOUS AND CONFLICT ORIENTATIONS 

The basic guidelines to organize the material of this 
review are based on two proposals by Krupp. The first one 
provides some justification for isolating certain concepts. 
He states: "Authority, conflict, and power are closely 
linked within the organization. These relationships are 
intertwined with resource allocation" (1964:176). Apart from 
the fact that power is not central to this study these are 
the main concepts in the thesis. Krupp also claims that 
there is a harmonious view of organizations and a conflict 
view. He refers to Barnard aS a prime example of the former 
orientation which is especially evident in his statement of 
organizations as, "...integrated aggregates of actions and 
interactions" (Barnard, 1952:112). The conflict view gives a 
central place to conflict and power and according to Krupp 
it has not received as much attention as the harmonious 


Orientation. Perrow (1972:158) supports this position, "For 
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all, from Weber to Likert intergroup conflict is a fact of 
organizational life but not a fact which is built into their 
models, except as evidence of a failure to utilize the 
model." It is thus necessary to step outside of the 
mainstream of organizational theory for a consideration of 
the conflict view and Michels (1915) is the most important 
theorist of this type included in the review. Among the 
theorists contributing to the harmonious viewpoint, Weber is 
the main one considered here. An analysis of conflict theory 
taken from Coser (1956) is included in the section on 
organizations as harmonious entities as Coser has not 
integrated his work into organizational theory. 
THE HARMONIOUS VIEW 

As authority is either an aspect of power or closely 
aligned to it, it is necessary to start with a short 
discussion of social power. Both Bierstedt (1950) and Wrong 
(1968) have discussed problems in defining and analysing the 
concept of power. Bierstedt defines power in terms of 
sanctions and physical force and he claims that it is, 
"..enever wholly absent from social interaction" (1950:731). 
He goes on to distinguish power from a range of concepts 
such as prestige, dominance, authority, and influence. He 
notes that influence is persuasive whereas power is 
coercive. Wrong is concerned largely with the matter of 
asymmetry in power relations. He claims that asymmetry is 
often over-stressed and that actors may control others in 


some scopes but be themselves controlled by the same actors 
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in others. He distinguishes power from social COUrrOL, 
Claiming that power is the narrower concept and should be 
limited to intended and successful control. 

The discussion by Clark (1968) in which three 
orientations toward power are recognized, is useful for 
present purposes. These orientations are, "individualistic," 
"dyadic," and "systemic." The first orientation is 
Characterized by the Weberian definition of power which is 
given directly below to analyse the harmonious orientation. 
The focus is on the individual actor and his goals. The 
second viewpoint directs attention to two actors and tends 
to omit goals. Clark points out that Dahl and Cartwright 
assume this position. In the third orientation power is, 
"..e-the potential ability to select, to change, and to 
attain the goals of a social system" (1968:46). In this case 
the individual's power is linked closely to the social 
System and it directs attention to resources in the system. 
This is the view cf power which is taken in the present 
Study. 

In order to develop the harmonious orientation the 
Weberian definition of power may be taken as a useful ~ 
Starting point. He states that power is, "the probability 
that one actor within a social relationship will be in a 
position to carry out his will despite resistance" 
(19472152). According to Weber this force is legitimized in 
order that it can become a stable and organizing entity. 


There are three ways in which legitimacy and thus a system 
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of authority may be maintained. These are the traditional, 
Charismatic, and rational-legal patterns of authority. The 
Weberian bureaucratic model rests on rational-legal 
legitimacy which in turn is dependent on the acceptance of a 
number of ideas relating to status, rules, office, the 
principle of hierarchy, and moral obligations to impersonal 
order (Weber, 1947: 328-331). The rational-legal 
legitimization of organizational authority and the 
distinction of power and authority by the process of 
legitimization are widely accepted (Blau, 1967:300; Dahl, 
1970:33; French and Raven, 1968:264). Legitimacy is thus a 
concept of some importance. 

In addition to emphasizing the valid and binding 
aspects of legitimacy Blau (1967:206-207) points out that 
subordinate approval of managerial practices, including 
social indebtedness, serves to legitimize that source of 
authority. The practices relating to authority become part 
of the social norms and values of the system. Coser 
(1968:37) supports this view by pointing out that feelings 
of hostility in a context of unequal distribution of rights 
will not lead to conflict as long as the distribution systen 
is considered to be legitimate. Dahl (1970:41) contends that 
leaders strive to convert their influence into authority and 
give it legitimacy by encouraging the belief that the 
leader's actions have the quality of rightness. Dahl's use 


previously (1970:18). 
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Weber's emphasis on legality, legitimacy, and authority 
of office as central aspects of the bureaucracy (1947: 328- 
336) imply that the processes and practice of authority are 
Overt. His use of terms such as, "clearly defined sphere of 
competence"; "clearly defined hierarchy of office"; and, 
"subject to authority only with respect to their impersonal 
obligations" stress this matter of visibility. 

These aspects of organizational authority have been 
accepted by many recognized theorists and incorporated into 
the administrative literature. (Anderson, 1958; Etzioni, 
1964:85-86; Katz and Kahn, 1966:207-208; Merton, 1968: 249- 
250; Sergiovanni and Starratt, 1971:52-54). Other writers, 
such as Hall (1972:45) claim that authority and hierarchy 
are relatively straightforward concepts and well described 
aspects of the formal work organization. Aram (1976:33) 
states: "a hierarchy is simply a chain of 
Supervisor/subordinate relationships through which direction 
and control takes place." The position taken by Katz is 
Similar, "All we need is a single informant who can tell us 
the legitimate and appropriate symbols of authority for 
given types of behavioral settings" (1964: 272-273). 

Neither Weber, nor most of the writers who have 
expanded on and utilized his concept of organizational 
authority, have given a central place to resources, rewards, 
and sanctions as means of control. Marcus and House 
(1973:209) claim that compliance in the Weberian model is 


given in exchange for certain sets of benefits but this is 
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presented as an assumption by these writers. Bennis ina 
study of rewards and staff control points out that the 
position view in hierarchical organization is part of the 
"usual sociological framework" (1958:144). 

Social exchange theory does give a central place to 
resources in the exchange processes and there are some 
administrative studies which have followed this vein. This 
body of theory tends to stress harmony through reciprocity 
of benefits even though the exchange is set into a 
hierarchical matrix. Blau (1964:6) defines social exchange 
as, "...-actions that are contingent on rewarding reactions 
from others and that cease when these expected reactions are 
not forthcoming." He cautions against the analysis of all 
social interaction in exchange terms while still maintaining 
that the exchange factor is central in an understanding of 
many aspects of social structure and process. His analysis 
includes extensive discussion of the rewards in processes of 
social exchange and an attempt to categorize these rewards. 
“Administrative settings are briefly discussed by Blau, 
"Every privilege the manager is granted and every rule he is 
empowered to enforce increase the capital on which he can 
draw to make subordinates indebted to him" (1966:206). Blau 
also points out that social exchange cannot specify precise 
obligations as in economic exchanges. As the relationship 
builds up from the exchange of small favours, trust will 
build up and the exchange process will become diffuse and 


include advice, help, and social support (1967:315). 
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Exchange is not necessarily perceived as implying equality 
in the relationship. In his discussion of reciprocity 
Gouldner (1960) uses the term "reciprocity inbalance" for 
unequal exchange. He defines exploitation this way and 
claims that it refers to, "...certain transactions involving 
an exchange of things of unequal value" (1960: 166). | 

Some writers are more specifically concerned with 
exchange in the administrative process. Jacobs (1974) | 
considers the way organizations are controlled through 
exchange with the environment. Marcus and House (1973) use 
exchange theory to analyze superior - subordinate 
relationships. They claim that rewards, such as job 
information, are involved in the exchange process. White 
(1976) attempts to construct a partial administrative theory 
based on exchange and individual considerations. Conflict is 
more prominent in White's study but the individual's 
participation is voluntary and he "agrees" on the allocation 
of resources in return for the promise that his own goals 
will be fulfilled. Behavior is understood in terms of 
individual striving to manipulate scarce resources such as 
skills, knowledge, materials and even clients, in the face 
of certain constraints which are always in operation within 
the exchange process. 

Coser's extension of Simmel's work (1968) provides a 
useful base for the introduction of conflict. He notes that 
as conflict can serve group maintenance it is Aurea Lt 


will only arise from the hostility towards unequal 





vtitenos onfylemk en bavisored cae son “a . ) 
+toor¢ips: Yo nofeenoekh era ea ‘Wdivenoitstes obit th _ 
16% “eonslsdnz yeinordtosy” ate? Sag wasn qOeery reabisod - _ 


: e é 
bose ys", 2ids wisestoiqxns. 280k oR oF <oDredoke isepen 
ontviovwnt ehoitobensts AtadIT¢0..." , Of Btetes $i cafe enistio . _ 
; ; - 
_(aar:ooety “séler Kedpeay tO BpNtar Be opisdpxe ms: 
= Ao =¢ 


ijiw Ranyeoqos yilsetiioeds eice eae are tigte andz 
(ever fonet ~skasarg av its rigidiebs ont wk epasitoxre 
inners bekfLottioo Sis aco ri eseeepse yew sdf etebleces 
6s0 (ETOP) eevoh hae avatsi susmpoTives ode atvtw spastoKe 
vsitfxvodge - teLcteque asi ines oF Yioeds ap redoEs. 
3u2 ,eheswor ner arels yoAT .eqitdenoltfales 7 
o+ifdR ,2ndaoo1g sprsions off of Beviovagr aes ,roitsatozat ; 
to }ntehe lalttase 6 foeRtaneo OF Siqust7s catery a 
toziwdeD .erok+ersbienoo Lephivibat bas Sprenoxe ac heged af 
rifPsobivisbat sat Id Viute. 2 hesbiav jt teeanteotq orem = | 
syfis aft oo “seouse” ef bis REPRE? ae nobteqks t42eq 7 
stson wo aid Ged? shimodo SHY Foraker we ewssuaner 
30 Fatee gt Sogsaieshan at 703 Vedat Dbeitriret ed Iliw- ian 
ue dove ea poset opisae 29 L why ke iy OF pare wT loo Gkyvibat 7 
; A 
aR ey er. athe eho | howe ay ta tee fi sphalv 
ikinw conden Be ha bea: 
“a sg aia 


event ai Fe 

















a 


16 


distribution of resources if the system is not considered 
legitimate. If the conflict can be channelled through 
socially approved methods of expression, the air will be 
cleared. Safety valve mechanisms are recognized by Coser 
(1968:44) and he identifies boxing on television as one such 
modern outlet. Another very important aspect of the Pts 
Simmel formulations is the distinction between realistic 
conflict and nonrealistic conflict. On the one hana: 

Conflicts which arise from frustration of 

specific demands within the relationship and 

from estimates of gains of the participants, and 


which are directed at the presumed frustration 
object, can be called realistic conflicts, 


insofar as they are means toward a specific 
result. 


Nonrealistic conflicts, on the other hand, 


although still involving interaction between two 
or more persons, are not occasioned by the rival 
ends of the antagonists but by the need of 
tension release of at least one of then 
(1968:49). 


The nonrealistic conflict thus finds its expression on any 
convenient object which is present by "situational accident" 
and as it is contingent upon tension there exists, 
",..functional alternatives as to objects" whereas in 
realistic conflict there are, "...functional alternatives as 
to means" (1968:50). Coser claims that Jews, Negroes, and 
other minority groups, serve this function of tension 


release objects in modern society. 
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THE CONFLICT VIEW 
Michels is a student of elitism rather than 

organizational theory. His study of socialist political 
parties in Europe prior to World War I integrates conflict 
and power to quite an extent. The conflict is between thie 
ideals of socialist democracy and the forces of elitism. Tt 
is from an analysis of this conflict that Michels derives 
his "Iron Law of Oligarchy." Rewards and resources are 
central. The driving force behind the "Oligarchical disease" 
(1915:365) is the desire of the leaders and emerging leaders 
to increase their own personal wealth, status, comfort, and 
welfare: 

In every bureaucracy we may observe place- 

hunting, a mania for promotion and 

obsequiousness towards those upon whom promotion 


depends; there is arrogance towards inferiors 
and servility towards superiors. (1915:189) 


As the leaders consolidate their positions with the support 
and "gratitude" of the main body of the party they find ways 
to circumvent the open discussion and active participation 
of members which was supposed to constitute the very 
foundations of the organization. Criticism of the leader 
becomes a personal affront and he is free to reward those 
who conform to his design to make the party an empty shell, 
"a mere organization" (1915:376) for personal advancement. 
Michels claims that there is little difference between this 


form of political oligarchy and the usual forms which are 
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found in the government of the state (1915:146). 

Certain proposals suggesting a solution to the problem 
of antagonism between the average man and the powerful 
agents which surround him in modern society lie at the core 
of Hapgood's, The Screwing of the Average Man. According to 
Hapgood the average man is forced to contact a large number 
of these agents and experts in the transactions of day-to- 
day modern living as he needs and uses a great range of 
goods and services. However, the average man is not ina 
position to assess and understand either the quality of the 
service or the full range of the processes in the 
transaction. To get what he wants, the average man is forced 
to place himself in the expert's hands. He emerges the "net 
loser". Hapgood points out that this process of "screwing" 
is not new. It has been a feature of many civilizations, 
and, not uncommonly in the past, the process was furthered 
by some minority groups at the bottom actively participating 
in their own exploitation. What is new is that, in modern 
society, the active participation of the great mass of the 
population is incorporated into the process: 

The great accomplishment of modern America is 
that this minority has been converted into a 
majority: most of us, that is, apply our skills 


and labor to working the machinery by which we 
are exploited (Hapgood, 1974:310). 


The exploited person is held in this state through the 


mechanism of “youtooism"™ (Hapgood, 1974:313). He benefits 
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and participates in the rewards of the system. The promise 
of really big rewards is held before him. This process of 
putative reward buttressed by the threat of being pushed 
into the inferior group is also always held before the 
participant. Hapgood does not consider employer-employee 
relations but his analysis appears to provide an excellent 
insight into the part which resources play in the authority 
relationship of the work place. Another important feature of 
smooth, sometimes covert in their implications, and control 
of the subordinate is often, but not always, subtle. 

Me. and S. Tolchin are concerned with the American 
"spoils system" in politics and administration - "To the 
victor belong the spoils of the enemy" (1971:323). They 
claim that patronage is the basis of control and decision- 
making in City Hall in large American cities, and in the 
White House. Some of the main points made by the Tolchins 
are that, administrators who do not know how to use 
patronage will get nothing done; there is a great need for 
leaders to husband patronage favors, and to spend then 
wisely; and there are critical occasions when patronage 
cannot win the day. The writers claim that neither idealisn, 
charisma, nor the issues, are really at the core of 
political action, although the politicians find it 
convenient to present such a "front" to the public. 
According to the Tolchins obligation is really what drives 


the system, and reliance on issues and charisma is a 
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hazardous course for the leader. 

Informal influence on educational decisions at the 
community level is the focus of Kimbrough's work. The study 
includes analysis of the Hunter and Dahl studies on 
community power. Kimbrough perceives this power which is 
brought to bear on the school board to be resource wie 
“Power-wielders in the informal established group are 
usually in key positions of control over essential economic 
goods and services in the administrative district" 
(J9oG=157)\ if as esigqnaficant that the writer also directs 
attention to the matter of legitimacy and in discussing 
Hunter's findings he points out that many of the decisions 
in policy making in education are not based on legitimacy. 
The men in power who influence these decisions have 
effective channels of communication both upwards and down. 

Most of Kimbrough's study (1964:150) deals with power 
at the community or school board level but he does report 
one investigation at the school level (1964:237-254). The 
informal influence structure of the school is dominated by a 
small group and great variation in the level of teachers! 
influence on decision making is noted. 

Becker (1974) and Bennis (1958) report single studies 
of an empirical nature on control and resource allocation. 
Becker carried out 60 interviews in the Chicago public 
school system. He notes that the principal may use a 


considerable range of rewards and sanctions: 
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Some things are desired by teachers while others 
are disliked - some rooms are better than 
others, some equipment newer, etc. By 
distributing the desired things to a given 
teacher's disadvantage the principal can 
effectively discipline him (1975:387). 


Crucial situations arise in the school which place severe 
forms of informal punishment in the hands of the Drines pal. 
There are, for example, disputes between the teacher and the 
parent and in the area of teachers' authority over the 
children. In these kinds of situations the principal has 
some leeway as to how he will direct his support. 

The Bennis study was carried out in a hospital. It 
identifies a reward system and studies the use of the reward 
system and effective influence of supervisors. It is 
concluded that, "...people do what they are rewarded for 
doing" and that, "...power dces not reside in established 
positions of authority of the organization" (19583154). 

The Becker study discussed above is one of the few 
which includes analysis of rewards and sanctions yet these 
two factors tend to go together in social situations. Vaughn 
(1975) recognizes certain weapons of restraint in the modern 
American public service organizations. These techniques, of 
which the best known is, "sending to Siberia" exist in the 
grey areas between legality and illegality. Vaughn claims 
that they are a "monopoly of management" (1975:13). Some of 
the tactics, such as making an undesirable employee's job 


redundant are quite complex and lead to extensive scheming 
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and manipulation by the administration (1975,16-19). These 
kinds of practices lie at the core of a conflict view of 


Organizations. 
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CHAPTER 3 
CONCEPTUAL FRAMEWORK 
The tripartite categorization of staff is presented in 
this chapter. It has been built on a categorization of 
resources and is closely aligned to three kinds of authority 
relationships. These two matters are discussed first. the 
chapter is thus divided into three parts. The categorization 
is developed in terms of a college staff but a school 
Situation is mcre or less equally applicable. As the 
possibilities for the development of a hierarchy in the very 
small school or college may be restricted to some extent, 
the theory may not apply there. 
PRELIMINARY CONSIDERATIONS 
The tripartite categorization can be regarded in two 
basic ways, as an attempt to extend Michel's work, or, as an 
attempt to solve some of the fundamental problems of a 
conflict model of organizational theory. In the former 
viewpoint, the elite, a stable group at the top of the 
organizational structure is complemented by two further 
stable groups and the three groups constitute the whole 
structure of the organization. In the latter viewpoint the 
fundamental problem is the integration of conflict. Taken 
from either point of view the development of the 
categorization is a rejection of many of the propositions of 
the harmonious view of organizations in favour of those of 
the conflict view. In doing this it is necessary to solve a 


number of problems which are apparent from a consideration 
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of the literature review. There are problems in three main 
areas. 


1. Conflict. The general view of work organizations 


taken here is not greatly at variance with Chamberlain's 
claim that functional interdependence, the symbiotic state, 
is both necessary and unavoidable in the modern exchange 
economy (Krupp, 1964:172). The problem therefore relates to 
the incorporation of the conflict phenomena into the 
symbiotic state of the organizational staff. 

2. Exchange Theory. The problem in the use of exchange 
theory as a basis for an organizational theory is that the 
weaker partner in reciprocity imbalance is in a threat, 
rather than an exchange, relationship. Great imbalance in 
allocation through the levels of the hierarchy and at the 
same formal level certainly exists but the persons against 
whom there is discrimination do not "agree" to take their 
share nor is their participation entirely voluntary. 

3. Legitimacy of Authority. The harmonious view of 
organizations presents authority as legal, accepted, and 
overt. A conflict model must offer a viable alternative in 


which leaders are not striving to give all of their acts of 


power legitimacy as Dahl has argued. 


The tripartite categorization of staff attempts to give 
a solution in all of these areas as well as meeting the 
requirements of viable organizational theory. As the 


categorization is based on authority relationships and 
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resources, the identification of different kinds of 
resources and different kinds of leader-member relationships 
are central in its development. 
ORGANIZATIONAL RESOURCES 
A fairly large number of modern, recognized theorists 

who have synthesized material in the administrative field 
give scant or indirect attention to the matter of resources 
and control (Mouzelis, 1975; Silverman, 1976; Perrow, 1972). 
A broad view is taken here of organizational resources. In 
concurrence with Becker's proposals it includes both rewards 
and sanctions and the subtle advantages which leaders may 
take of crisis situations as well as of rules and privileges 
as pointed out by Blau. Dreeben (1968:39) referring to class 
control supports this position: 

eee grades, compliments, admonitions, 

chastisements in exchange for desirable 

conduct...friendly greetings, gentleness, 

sympathy, sarcasm, bitchiness, and so on through 

the whole gamut of words and gestures and 

postures indicating approval and disapproval. 


All represent resources at the teacher's 
disposal, used consciously or unconsciously. 


However, all of the rewards are not under the leader's 
control and the intrinsic rewards of teaching associated 
with the ongoing teacher-student relationship tend to be an 
"in classroom" factor. In addition if the leader does not 
realize that a member has a desire for a particular outcome 
it is not considered as part of the mechanism of control for 


present purposes. The same applies to sanctions. Members 
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must be aware of the kinds of sanctions which the leader may 
invoke before they will have any influence on the control 
patterns of the organization. 
Litterer points out that certain aspects of authority 

are not now under the control of the immediate Superior, "A 
generation ago...a supervisor, such as a foreman might not 
have had anywhere near the same number of constraints. or 
limitations on his ability to distribute rewards" (1965:285- 
286). In spite of these restrictions managers still regard 
themselves as people who have to have control and who have 
to get things done. They are not unlike the teachers 
described by Shipman: 

Teachers have to employ rewards and sanctions to 

get things done in the closely packed arena of 


school. They do this whether the pupils see the 
sanctions as legitimate or not (EUPIA SSS 9 Bede 


These limitations have been accompanied by a great 
increase in the demand for commodities and services and the 
expectation by staff that many of these demands will be met 
in the work place. The end result is that resources are 
essentially scarce. It is for this reason that many kinds of 
supplies, together with social and psychological processes 
are drawn into the "resource vacuum" of the organization 
where they are used, at considerable cost in terms of goal 
distortion and individual welfare, to support authority and 
motivation. Thus organizational authority follows the lines 


of allocation of resources, as claimed by several conflict 





veal 
veo inbaol ott dobtw etebtenes 40 ofall G9 Go eseve SO fae) oe 
oe 7 

lortnoo od? wo aonsutiel yore sved DRRe gene onxoted sdowdk ; : 


coliteefespho ef? to en 7e378q i 
' : 
ttus to afnegan NEstsso pede Sie gealog ree FFE 
rcagne odstbeant edd fo forties Say Jehan woo Foe oT. 


ipbiet mamowo? # as Rove .toetyaegie 6.1.06 HOLISISNOP 
fago> 76 7edaud sites odF 2600 ezeduyrs bee Ses 
anc ecAarhy Yefts sae atnugdinzterh of yriitds aid oo anotjettels 
illite aqyepsasm enolipizveest vena? Ro effge at. (aes 
saved onw Bas Lortnop syed oF e¥ea ode siqoeq es ner inGnene 
it oXiine 20m Sie yout 9705 epordt sep ot 
:csegqide yd fed byoash 
of esanittonse bes 2baeved yolzua of ewed Gyedseet 
io scers Bostosd ylovolo sé3- Hi eno eueine Jee 


fiqua of? st9¢dtedy eids ob yar? ~igedse : 
12073 r29P 0) soa to et taisiosl 26 AACE IORSS : 


‘neyo s a¢ helorqeonan Abed saved Ssaotsesingl oneat 7 
eid Sis 2e0tvren Ake @ais Phones 293 Sosweb 249 AE Sagem as 
t4q off lLidw 2hanesk o2entt Joa vidas teat | pre ya acttatoogxs 

67s eaozt0edy Hae ef Siwesa fae off .epelq este eat, aad 

tO abeis -YReG, PHAs Come, re aot ah aE vam 


avons sacpiaatlenig sh Heanor oy saison 


Sh ee eee ccopiniatens' 
a ~ ne ore | a (fi de 
7 7 | 








Zi, 


theorists, and the hierarchy is a system of decreasing 
access to resources, top to botton. 

The increasing strength of teachers' associations in 
the last few decades and the establishment of an expanding 
spectrum of teachers' rights has also led to an increase. in 
the use of the more latent forms of sanction. When rights of 
hiring and firing were clearly invested in the manager, as 
in the Prussian bureaucracies which Weber considered to some 
extent as examples, an unsatisfactory employee was simply 
dismissed. In this former era the sources and symbols of 
leader's authority were more overt. In the modern 
organization formal sanctions demand clear cut cases if 
expensive litigation is to be avoided for both parties. The 
modern leader's control over the informal techniques is 
really a kind of resource. 

There have been several attempts to classify the 
rewards and benefits which members may expect from the 
organization. Reference has already been made to Blau'ts 
typology. Herzberg (1973) distinguishes "hygiene factors" 
and "motivators", The two factors arise from Herzberg's 
claim that man has two sets of needs. The hygiene factors 
are associated with the avoidance of pain and the motivators 
with growth. Katz (1964) also uses two categories, 
individual reward for individual effort and system rewards 
which apply across the board to all members. Katz states 
that differentiation in regard to the latter is based mainly 


on seniority. The categorization which is given below 
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includes more subtle or less overt factors than those 
mentioned by Katz. The three categories are, Established 
Rights, Best Situational Rewards, and Other Situational 
Rewards. No attempt is made to be exhaustive in terms of the 
items in a category at this stage. 

It is now appropriate to deal with the definitions of 
resources, authority, and power. 

DEFINITIONS 

outcomes, that is money, materials, status and other rewards 
and sanctions, which are distributed through fixed 
allocations associated with the hierarchy of the 
organization. 
ability, derived from the resource allocation structure of 
the organization, to control behavior by reward and 
Sanction. 
actions by groups and persons to improve their directive 


Status over the allocation structure of the Organization. 


Power thus refers to change and authority refers to 
stability as in Krupp's formulations. The definition of 
authority is very similar to that given by Bennis (1958: 144) 
and both definitions rest to a large degree on Bennis and 
Krupp. The latter notes that, "The distribution of resources 


within the organization may express the structure of 
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managerial authority or the outcome of the contest over this 
structure" (1964:173). It is also considered that the term, 
authority, should be retained for day-to-day control 
processes based on resources in the organization 
irrespective of whether or not these are legitimate. Blau 
(1967:207) has noted this problem and he suggests that 
control resting on individual obligation of subordinates is 
not authority as it does not rest on shared values. However, 
the right of everyone to get what he reasonably can, may be 


recognized in a tacit manner throughout the organization. 
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CATEGORIZATION OF RESOURCES 
ESTABLISHED RIGHTS 

The established rights which the teachers in public 
educational services have result from contractual agreement, 
-as far as the Canadian situation is concerned. They are. 
Similar to Katz's system rewards except that the teacher's 
Tight to these is emphasized here. They refer to salary, 
sick leave, recreational leave, all at fixed levels. These 
levels are fixed on first appointment and adjusted from time 
to time by negotiation or promotion. An important point 
about this group of rewards in teaching is that they are not 
available to the principal as a means of control as they are 
set and determined elsewhere at given recognized levels. In 
general these resources are not contingent on the local 
Situation although there may be small differences in salary 
from one college to another for the same level of 
qualification and experience. 

BEST SITUATIONAL REWARDS 

This category of rewards depends on the operation of 
certain aspects of the theory of elitism within the college 
the elite as described by Smith (1976) in his analysis of 
the new privileged class at the upper levels of Russian 
Society. They are also the means of control in the 
discussion of goods and symbols given by Lasswell (1936). 
The formal hierarchy is a useful guide as to the members who 


may have the oligarchical orientation towards these rewards 
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but some staff of low formal rank may also have in-group 
Status (Blau and Scott, 1962:98) and there are variations in 
amount of in-group status among the formally promoted at any 
one level. In-group membership, access to the means of 
control of the organization, and support for promotion are 
important resources in this group. The matter of promotion 
can be supported by reference to Michels (1915:104 and 189) 
who describes how the party leaders escape from the 
Stricture of election to higher posts in their organization 
and implement promotion of persons to whom they are 
attracted. There are other rewards in this group which 
follow from the in-group status and the need for control. A 
good example is chairman of important college committees. 

Unlike the Established Rights, Best Situational Rewards 
are not automatically transferable to a new job but they are 
frequently transferred in practice by the process of 
recommendation or reference. 

OTHER SITUATIONAL REWARDS 

These refer to certain kinds of favours of less 
importance than those in the preceding group. Blau 
(1967:206) notes that there is a range of benefits a manager 
can bring to subordinates beyond those which his official 
duties require him to perform for subordinates. Some of 
these benefits rest on the manager's access to higher 
echelons and in this respect the average employee is quite 
like Hapgood's average man. An example of a resource which 


the principal has in this category is the facilitation of 
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the member's application for a number of benefits such as 
attending conferences and getting funds for professional 
development, if these are matters which require approval 
from above. There is also a range of sundry favours, such as 
the ones described by Becker, which are more directly under 
the principal's control. These include the allocation of 
subjects, rooms, teaching times, and office space, and 
permission to use college equipment for personal purposes, 
and so on beyond the basic minimum, as long as it does not 
infringe on the exclusiveness of elite reward, They are not 
transferable nor are they "earned" like the Best Situational 
Rewards. In the case of most staff it is taken for granted 


that they will be there. 


4) 
PA 


speletrs 292 aban® paseo Gan sil tintesiaings aniline 





red, oP oe “9'F 








syper dotdw egstten sae see8s BE 4s annqoterves 
st yrinen Po-epe47 5 opis @b swsdT rods 207i 
ofog S16 Molde yxetoni ge hadisse2s5 avag-eay 
-. shit obefenk caved? . tegenes ae heq loekag ved? 
bes ,eonis patdoeed .eao0or ye toatdoe 
snes tok dnemelepe opeiier sap oe ioteakareg 
26 prot cs yanatyle sieeds eam annoyed ao o2 bas 
yey sftio-2 ono ndieeiiens anal no spats at 
ne aise” gods Sit Io¢ atdaxetaceet 

+: 2)ste sace Ro cesp ede SF). 2b35vas 


oyod? od Lite yeast tadd 


7 | ) Leo's 
Vos? |. OTe 

- > J . =) ‘4 ip fas He y i 

x ero o Mee, . 

‘ era 


LERe ets 7. 






7 







33 


AUTHORITY RELATIONSHIPS 

Boulding (1969:285) claims that the exchange 
relationship is not the only human relationship which is 
capable of producing differentiation, division of labour, 
role structure, communication patterns and all the other 
marks of organizational development. He distinguishes two 
further factors which have the property of organizing social 
Systems, the threat relationship and the integrative 
relationship. All three kinds of relationship are 
incorporated into the present framework. If Boulding's 
systems are used to analyze authority it follows that the 
integrative relationship may refer to an in-group and the 
threat orientation toa non-conforming group, whilst others 
in the middle are in the exchange form of relationship. 
Boulding points out that pure forms of these relationships 
are not to be found. 

The threat relationship, if considered in regard to 
authority, appears to be similar to Etzioni's coercive power 
in organizational control (1964:60). It is pertinent that 
Etzioni claims that the means of control varies according to 
rank. The lower ranks are subjected to more alienating means 
as for example, guards and prisoners. This supports the 
arguments here except that formal rank is not sufficient to 
define actual rank. Persons of the same formal rank can be 
involved in quite different kinds of authority 
relationships. There May appear to be a case for considering 


the in-group as being in a closer exchange relationship with 
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the leader than the middle group but integrative refers to a 
state in which there is, ",.eSimilarity in value or utility 
functions over the domain of various states of the world in 
the minds of the parties concerned" (Boulding, 1969:286). 
This convergence of values, aims, and interests is quite in 
accordance with Michels description of the nature of the 
oligarchy. The exchange relationship as used here is held to 
imply something more distant and formal in the dyad. It is 
closer to economic exchange or reciprocity which stresses 
mutual dependence, a reciprocity of services, »".. «the 
pattern of exchange through which mutual dependence of 
people, brought about by the division of labour, is 
realized" (Gouldner, 1960:169). Inasmuch as exchange exists 
between the in-group member and the leader it stresses 
togetherness rather than division. It is argued that the 
exchange relationship of the middle group of staff, a large 
group, between the elite and the dissenters, is the basis of 
functional interdependence in the organization. 

In further support of the interpretation of a college 
staff as falling into three groups on the authority-resource 
schema, reference is again made to Michels and Hapgood. 
Michels uses the terms oligarchy, mass for the main body of 
the party, and discontents. His main focus is on the 
oligarchy and its interaction with the party members. The 
members who are continually dissatisfied are recognized, 
from time to time by Michels, as a separate element from the 


main body of the party. They do not constitute a serious 
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threat to the powerful Oligarchy. The state and status of 
these groups in the political party is similar to the 
present conceptualization. Hapgood perceives society to be 
divided into three groups on the matter of allocation of 
goods and services. His terms are net winners, the average 
man, and the poor. The latter stand outside the basic | 
division of wealth and they know where theyestand.bThis 
typology corresponds in certain ways to the typology of 
Staff which will be presented, as one group of staff only 
receives certain basic rewards and does not participate in 
the division of many kinds of possible extra benefits. 

The higher a member gets in the organizational 
hierarchy the more such benefits he obtains, and the more he 
relies on the institutional position, apart from salary, for 
access directly and indirectly to these goods and services. 
It can be argued in teaching that there is no general 
agreement on quality teaching and that good and bad teachers 
may be promoted. The situation is similar to Michelst 
analysis in which the best ways of conducting the party's 
affairs were by no means clear. In this situation the leader 
has room to make various kinds of interpretations to justify 
tactics which will serve interests of personal advancement. 
It follows that what teachers give in the teaching process 
may not be important in understanding promotion. A more 
useful focus may be on the various forms of relationships 
which are set up and on the allocative process associated 


with these relationships. 
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The procedures which place the new member in a 
particular relationship are interactive. The leader seeks 
Signs relating to trustworthiness in allocations. He may 
make small trial allocations. The member must decide in 
which group he will be most comfortable. In the early stages 
there may be some confusion on both sides but once pe 
person gets into a particular group it appears to be 
permanent. 


The categorization of staff may now be presented. 
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CATEGORIZATION OF STAFF 

The three categories of staff established in this study 
are: the Dependent; the Interdependent; and the Independent. 
They are essentially interlocked into the one system. In the 
analysis given below it is assumed that sufficient evidence 
for the resource allocation and for the type of relationship 
has now been presented to permit these two factors to be 
used for basic identification and definition. The further 
facets of each class of staff which add substance and 
coherence to the group are placed under a number of sub- 
headings. This grouping has been done partly on the basis of 
reasonable association and partly for convenience. The sub- 
headings used are Conflict, Cohesiveness, and Leader's 
Dependency. 

DEPENDENT CATEGORY 

The Dependent gets resources of all three categories 
and is in an integrative relationship with the leader. 

This is the oligarchy of the organization and overt 
conflict between this group and the leader is very low. 
Crane (1967:103) in discussing negotiation in this kinda of 
Situation states that the low status upward-mobile could 
disagree with the superior in non-essential areas such as 
sport, but not in task-essential areas. Mila disagreements 
may take place as complete and open conformity with the 
Oligarchy in the eyes of the rest of the staff is not 


desirable. Mutual trust in the relationship of the in-group 
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member and the leader is very high. The integrative 
relationship is diffuse and has passed through the stage of 
exchange of small favours to Strong social support being 
taken for granted. It is similar to referent power, the 
identification of P with 0, or a desire for such identity 
(French and Raven, 1968:266). In this view power isa | 
phenomenon associated with a dyadic relationship of two 
agents. 

Cohesiveness 

Meisel claims that cohesiveness in elitism is closely 
associated with group consciousness and a common will. This 
implies acting together with shared purposes (Parry,1969:31- 
32). According to Cartwright and zander (1962:70) persons in 
cohesive groups share common goals and norms. The main 
common goal in question at present is participation in the 
best, allocations. This is an important and concrete goal but 
the group is also successful in its influence attempts. It 
gets things done and bestows prestige on the members. In 
this way cohesiveness is Supported (Cartwright and Zander, 
1962:81). The ethos of this group reaches beyond the 
immediate organization to the authority which controls it. 

A factor which has been associated with cohesion of the 
elite group in administration is "groupthink." Janis states 
that.~this.dis: 

the mode of thinking that persons engage in when 
concurrence-seeking becomes so dominant in a 


cohesive ingroup that it tends to override 
realistic appraisal of alternative courses of 
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action" (Janis, 1971:43). 


Various mechanisms which protect the in-group against 
critical and independent input are described by Janis and 
they include an illusion of invulnerability, the ignoring of 
negative feedback, and an unquestionable belief in their own 
morality. 

Like Kimbrough's men of power, one can expect high 
interaction in the group and effective channels of 
communication. 

Leaderst Dependency 

Perhaps the most important characteristic of the 
Dependent member is that he is a person who is identified 
for promotion and advancement. It is safe to give him access 
to resources. It is in this sense above all that the leader 
trusts him. These lines of trust do not necessarily follow 
the formal organizational hierarchy. However, as the 
selected persons are given access to resources it places the 
leader in a position of dependency towards them. In addition 
to this the leader is dependent on this group for a measure 
of legitimization of his authority and consequently for 
stability of the organization. This group accepts the 
principal's authority and the claim that it is legal and 
binding. This issue is associated with much of the 
organizational conflict but like the upward mobiles in 
Presthus' study (1962:80) the Dependent will avoid 


controversy, especially on this important point. The elite 


(be sr ter — Wiotisa 

re ae 

iHotc-n? o&9 Mootor, Aeite sketnsdoo@ apeigav 

boy sitios. yd badiqeaed ste S8q0L. JaSbRSGeDAT bes lasitizo 
spltonps oft jiraiiesedetiopet de abipull® as obulgak Geez: 
| “olt¢aenpus @€6 Bn toe best ay ttepen 
“ys Pieson 

woo to Gas ‘dpvordeda awid 


feanasds avitostic fue qeyotp en2 Ge aol tostesaz 


tol? aniauasos © 


| xepobseged Seaebae 
ne*roomk t200 eit egettst 
jv cok%gsa o at ef P8dd Sr UWehtee Fasdasgs” 
std @vto of OT se a2 Ff ,Seeaennewts bas aottoaetq Tot 
vihes! of+ 258+ Lik sveds sewee efidd #E BE 37 Re DTWwOeResT o? 
vofio? yvitirszeeten don of taper Ie sow rr .#td etevat 
26 , cS voewoH .ydovemeta tontireeekdavae Isma02 ad? 
-efq ?f szapatoaes oF ezs0oe I9VIR Sas aioe teg be ss6 toe 


toltthtin of .wait+ eboewot yodebaey sh Xe agktbecq « at webseel 


aitiveagr. s 16% qeotp add? no tieSaegeh al teteed eas ahd? of 


din cleat bas aaaanne < ‘fo: ie viengasmr ie 








40 


is too small a group to give the system complete legitimacy 
and their closeness to the leader is regarded with some 
Suspicion. 
INDEPENDENT CATEGORY 

The Independent only gets those resouces which are 
Established Rights and is in the threat relationship with 
the leader. 
Conflict 

The Independent is the prime focus of group conflict. 
He is at the opposite pole to the Dependent in a whole 
series of processes and factors which are integral to the 
authority relationships built around resource allocation. He 
is not permitted to participate in the division of the 
rewards of the other two categories. As he realizes he is 
not going to get anything extra, he is not subject to 
authority which is contingent on favour. He can stand back 
from the system of control through allocation of resources 
and criticize it. Instead of being concerned with the 
stability of the organization, the Independent may try to 
"rock the boat." The criticism which he offers may be built 
on any convenient issue or it may have a realistic 
foundation. It is a defence mechanism in the face of the 
threat relationship with the leader. It is through the 
Independent that the group expresses and at the same time 
absorbs the hostility of unequal distribution in the 
hierarchy but it results in alienation. 


Alienation through type of authority utilized 
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(Etzioni,1964:60) is particularly important in another waye 
The Independent stands out as being the object of informal 
Sanctions. The occurrence of these rather peculiar forms of 
control is important evidence to support the existence of 
this category of staff members. The decline of formal rights 
and duties, the capital on which the leader can draw, has 
left him with insufficient room to manoeuvre and it has 
forced leaders to learn the skills of the informal 
techniques. Many sorts of sanction are possible and a number 
of them aim to isolate the trouble-maker. 

The Independent's advice is neither sought nor welcomed 
and he may be deprived of the status of expert in his own 
Subject area by such tactics as being passed over as 
chairman for a staff committee to serve in this area. Such a 
Chairmanship can be given to repay a debt to a member 
aspiring to the inner group and thus it is available to the 
principal as a reward, and as a punishment, at the same 
time. The Independents in fact are a most useful group as 
far as control is concerned as they serve as an example to 
the next highest category, the Interdependents. In addition 
to not being given the esteem of their subject expertise, 
the Independent may find it difficult to get access to funds 
for conference expenses or to any part of the college budget 
which affects him directly rather than the students he 


teaches. 
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It is likely that this group will be less cohesive than 
the oligarchy. Their aims are less concrete, their success 
in influencing administrative processes is low, turnover of 
members may be high as the disillusioned seek other 
employment. Groupthink may apply to this group also but the 
phenomenon has been associated by Janis with groups in 
power. As the Independents lack concrete success in the 
influence process groupthink is neither as well developed 
nor as important as it is in the oligarchy. 

Processes which lead to isolation appear to be similar 
to the masking of identity or deindividualization which is 
often associated with acts of aggression. The act is 
justified as part of a role or duty (Scherer, D752 178-7189) « 
Thus communication between the Independent and the leader 
may be sparse and restricted to formal channels. 

Leader's Dependency 

The leader is not dependent on this group and as long 
as the Independents cannot make allies he can snipe away 
harmlessly for time eternal. There are great problems in 
calling the leader's actions to question. However, the 
subjugation of the Independents is at the source of the 
leaderts dependency on the other two groups. The 
relationship between the leader and the Independent is 
relatively easy tc manage in the case of realistic conflict 
but the occurrence of nonrealistic conflict brings the 


situation of the Independent into sharper focus. He is the 





roa bp. Ax 2st od LR qeou sock Geipghetdl 22 ate er 
-rai+ .atespnon weef eos embeghedT .ytonseeie ea? 


avoatut vol 2t seemedénd ser esa Reece pornreulial at | ‘ 
radio toon bow tant heed ed? ae ap id ed [se a19daeu | 
avuatp 224+ oy vidas var aAgvEGS GOT -?nemyolqaes 
ifrw 2204 vu Pot «XOoteS aeed afd conanoassg 
was Sos! oomebeeaqehal ef? BA .xewug 
jotoveb fine as ied‘den 2) Ah GGNGID SeeneIy anntan ling 
vate feo ons ri nd as tne? your 2&6 tog 
Ty: aaa a eoaasnox4 ‘ 
st kotow hobresd0echeengabads gap eh So Peetene eer ce 
oy. ntacdrnes to diee dete Geteiootes metie 
(Per -Bticcre tausfaay Yeos gc atom & te fee ee bot k¢ant : 
hosnol oi4 neawied eobe sn baoenos scat 


24 .) oft Sate’ rreap Fee Saag ed ¥ se 
yoootusget el gaheey | 

ak de bane anor Otde &o. eee vot +o ax geben lt of? 
Vewr sodua wa od 2allis, shee 2homeo esepboe genet ena: me - 
ab pasidoxg ttexy.@ta-<¢ fag? amcese Suis ao? tiesetered r ; 


ait), 22vsva". col seat, oF siecle phil aig y-aa 
ae aaa 






i aie ial ree sae 


oat. nae pn i : 


43 


object of tension release on the part of the leader or 
possibly another member. This kind of conflict is, as Coser 
points out, unstable, and it may erupt into situations which 
can be perceived by all to involve elements of peculiarity. 
The greater the tendency to instability the greater is the 
leader dependent on the other two groups and the more it 
becomes necessary to draw resources into an expanding 
resource vacuum. The same pressures place an emphasis on 
informal sanction. They lead to various forms of scheming on 
the part of the leader and the in-group. It is only the 
Independent who is aware of the stress which such acts of 
coercion can cause. 

As the exchange phase of the Independent's relationship 
with the principal is held at a low level in order to keep 
him out of any kind of bargaining position he does not think 
in terms of obligations. He may well find that his duties 
are restricted to the classes he teaches and his 
participation in the administrative life of the college is 
minimal. He is not a "promotable" person. 

INTERDEPENDENT CATEGORY 

The Interdependent gets Fstablished Rights and Other 
Situational Rewards and is in an exchange relationship with 
the leader. 

Conflict 

Between the Dependents and the Independents lie the 

main body of staff. By the very nature of the system which 


is under analysis this must constitute the greatest number. 
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The promise of the in-group rewards, as in Hapgood's 
"youtooism" and the threat of the undesirable position of 
those below is always held before them by the leader and 
this is important in understanding their situation. As the 
Interdependents have a middle position in many ways it ae 
difficult to describe them apart from the other two groups 
but their main role is a balancing one. This is particularly 
important in the matter of conflict. They accept the system 
of rewards and sanctions even though they may be uneasy 
about it at times. In this role the Interdependents will 
both permit and contain conflict. They may encourage the 
expression of conflict in controlled ways analagous to those 
described by Coser (1968:42). The staff meeting to "get 
things out in the open" could well serve this function. 
These processes will not change the status quo and the 
principal will normally have no difficulty in getting out of 
this kind of situation, in which righteous indignation has 
been expressed, with little loss other than slight loss of 
face. 

As a middle group the Interdependents may be involved 
in mild conflict and mild ingratiation with the leader but 
they do not engage in criticism of the system with the same 
enthusiasm as the Independents and they expect to be left in 


peace in return. 


The group is too large to be cohesive but their 


diversity in viewpoints is loosely organized around the 
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goals of stability and maintenance of the status group. 
Communication with the principal like CODtLICr eis odte a 
middle level. These staff have some chance of promotion 
especially as they build up years of service or in 
Situations of rapid expansion. 

This is the most important factor in the analysis and 
understanding of this group. The basic acceptance of 
authority depends on these members of staff so that the 
group stands out in regard to legitimacy, Stability, 
acceptance of the allocation system, and the exactness of 
obligation they expect from the leader for performing these 
functions. The leader, for his part may take care to balance 
his allocations to this group. If an indivisible resource, 
such as a good office, is given to one member he can be by- 
passed in the next allocation of a similar kind. Their 
repayments, however, are in the currency of relatively small 
favours and they do not normally get beyond this level into 
the prized allocations of the elite. The Interdependents are 
eager to be bossed, as Barnard noted in regard to men 
generally, but not on the basis of recognition of ability as 
he claimed (1946:6 0-61). 

Thus the focus of the leader's dependency is on this 
group. It implies the maintenance of a healthy credit 
balance of acceptance of authority, in the face of a threat 
posed by the Independents working to convince the same body 


of staff otherwise. One important hazard for the leader is 
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that the trading in favours cannot be brought into the open. 
Promotion is based officially on individual ability in open 
competition. 

The leader's position will become particularly 
difficult if there is a serious depletion in his credit. 
balance of authority as it means that complaints about his 
conduct will be supported by the reasonable men of the 
middle group. The external controlling authorities of the 
given organization do not like this kind of situation but 
the danger is potential rather than actual, almost all of 
the time. The administrator as pawn to subordinates 
(Bridges, 1970) is going too far in recognizing the kinds of 
forces which subordinates can bring to bear but it is not 
unreasonable to view the Independents as pawns. 

The leader's system of authority is safegarded in two 
ways. On the one hand the Interdependents have a strong 
orientation towards obedience to authority figures. This 
orientation is similar to that demonstrated in Milgram's 
experiments (1969) and it is noteworthy that only a small 
number of his subjects were able to overcome commands given 
to them. On the other hand the society and the controlling 
agents are, in a legal and quasi-legal sense, very 
sympathetic towards managers and their need for order and 
control. 


SUMMARY OF THE CATEGORIES 


This person gets all three kinds of resources but the main 
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category of resources, in terms of understanding the group, 


is the Best Situational Rewards. 


oe ee Se eS See 


he may disagree to quite an extent with some of the 
principal's actions and proposals but this is never allowed 
to develop into overt antagonism. Ingratiation is high. 
Cohesiveness He is a member of the Oligarchy, an inner 
cohesive group which engages in a high level of informal 
communication with the principal. Groupthink processes may 
result. He enjoys the principal's support for promotion. 

S Dependency The principal can take the compliance of 
this group for granted. The Dependent does not question the 
legitimacy of the principal's authority but this is only a 
small arena of complete and assured support and of itself is 


insufficient to guarantee stability. 


interdependent 
Resources This person gets Other Situational Rewards and 
Established Rights and in terms of understanding the group 
the former are more important. 

Relationship The type of relationship which applies is 
exchange. . 


principal. The Interdependent is free from the stress of 


continuous antagonism of more powerful persons but not 
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entirely free from the threat of informal sanctions and 
alienation. 

Cohesiveness He is a member of a large and loosely co- 
ordinated body of staff which lies between the two polar 
groups. Communication with the principal is not intense and 
is based on the maintenance of equilibriun. 

Leader's Dependency The principal is fundamentally dependent 
on this group of staff for the continued stability of the 
Organization and his Supervisory position over it. Authority 
is accepted but its legality is not necessarily beyond 


question. The level of obedience is high pute at) Esenot 


automatic. 


Independent 
Resources This person gets only Established Rights and may 
be subjected to informal sanctions. The informal sanctions 
are important in understanding the group. 

Relationship The type of relationship which applies i 
threat, 

Conflict He is in high conflict with the principal and is a 
focus of the expression of conflict in the organization. 
Alienation of the Independent is part of the cost of the 
informal sanctions used against him. 

Cohesiveness He is a member of a group, which exists, except 
in the expression of antagonism, at the periphery of the 


Organization and of administrative Support. The group itself 


may become quite cohesive in the face of the stresses which 
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are placed on it. Communication with the principal has a 
high formal component. 
Leader's Dependency The principal is not dependent on this 
group in the sense of seeking their support but the group is 
useful in other ways. The Independent stands as an example 
to the others and as a focus of dissipation of conflict. 
This may include non-realistic conflict and the Independent 
may be forced into a scapegoat role. 

A MODEL: THE TRIPARTITE CATEGORIZATION OF STAFF 

A summarization of the ahove material is presented in 
the form of a model on the next page. 

The use of a model at this stage serves several 
functions. The extensive statements of theory are 
consolidated and the basic propositions and relationships 
can be readily viewed. As the main focus of the theorizing 
has been authority and resources this is the main focus of 
the model. The left hand column of the model is a guide and 
list of the phenomena of the categorization. The first 
element, (a) indicates that authority arises from resources. 
The next element, (b) refers to the derivation of the staff 
categories which arise from the allocation of resources and 
the final one, (c) to the relationship which each member 
establishes with the formal leader. It is considered that 
the relationship with formal leader is a higher order factor 
than the indicators of the categories; that it is associated 
with a pattern of allocation as, for example, the Dependent 


who is in an Integrative relationship; and that the 
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indicators in each column derive fron allocative and 
relationship factcrs in interaction Or in association. 

The three Sub-headings, Contivery Cohesiveness, and 
Leader's Dependency, of the above discussion appear on the 
left hand side of the model as headings for indirect 
indicators of the categorizaticn. The factors below these 
indicators are the most important ones which can be drawn 
from the extensive discussion above. The terms Lo, the wraght 
of these factors are a statement of the Htevel*or status of 
each one for each category of staff. The indirect indicators 
generally represent a condition in operation between the 
leader and the group. Stability is an exception to this and 
groups May or may not have a concern for organizational 
Stability. In addition Cohesiveness in the Interdependent, 
and Cohesiveness and Groupthink in the Independent groups, 
do not involve the leader. A key to categories of resources 
is at the bottom of the model. 

RESEARCH PROBLEM 

The research problem has three major parts as follows: 

1. Can the Dependent category of staff with the 
following characteristics be identified? 

The Dependent gets all three kinds of rewards and is in an 
integrative relationship with the DrAneCi pad. His pesition is 
also characterized by low conflict and he is a member of a 
cohesive group which is involved in high informal 
communication with the principal. 


2. Can the Interdependent Category of staff with the 
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following characterists be identified? 
The Interdependent gets Other Situational Rewards and 
Established Rights and is in an Exchange Relationship with 
the Orineipal.. His position is also characterized by being 
the focus of the Leader's Dependency and thus the stability 
of the college. The Interdependent has a central role in the 
maintenance of equilibrium and he has a medium level in many 
Gt the ether factors including conflict. 

3. Can the Independent category of staff ee the 
following characteristics be identified? 
The Independent only gets Established Rights and is in a 
Threat relationship with the principal. His position is 
characterized by high conflict and the implementation of 
informal sanctions against him. Formal communication with 
the principal is high. 

Mhewdescrrprvons of the categories are reduced to the 
basic aspects which can be tested directly in the study. 
However, open guestions are used in an interview schedule 


and this may reveal other aspects of the model. 
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CHAPTER 4 
METHODOLOGY 

This chapter deals with the pilot study, validity and 
reliability in the interview schedule, and basic factual 
detail of the college at which data were collected, as well 
as other appropriate matters. A section dealing with the 
type of résearch, from which was derived a Strategy Of 
research, and a section on the means of evaluation of data, 
are also included. 

TYPE OF RESEARCH 

The study was conceived to be basically exploratory in 
nature. The construction of the framework involved 
Synthesizing and discussing material from many different 
sources. The basic hypothesis of the existence of a 
tripartite division of staff would then be investigated by 
examining as many aspects of it as possible whilst 
Maintaining a central focus on resources and authority. Van 
Dalen states, "Before much progress can be made in solving 
problems, men must possess descriptions of the phenomena 
with which they work" (1973:184). At this stage, the 
phenomenon, staff categories, was in the condition of being 
described only with reference to the literature and the 
researcher's observations as a member of a college staff for 
quite an extensive period. Thus it may be indicated that the 
study was, in Van Dalen's terms, a descriptive one in which 
qualitative data would be sought and analysed. 


Sselltiz et al (1959, 50-67) discuss both exploratory 
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and descriptive studies as well as other types which were 
not relevant. These two types have the following purposes: 
Exploratory to gain familiarity with a phenomenon or to 
achieve new insights into'it, often in order’ to formulate a 
more precise research problem or to develop hypotheses. 
Descriptive to portray accurately the characteristics of a 
Pat Gieculansrndividual situation, ior geoup (Selleiz et al, 
1959 25 O)n. 
The writers also point out that many studies do not fall 
neatly into any single category. The present "study was 
conceived +o be exploratory in Selltiz's terms with some 
leanings toward a descriptive study. AGEordang eto seliltiz et 
al the exploratory study may simply gather information and 
should include analysis of as many aspects of the study as 
possible. The design for this kind of Study must have some 
flexibility and all of these matters were appropriate to the 
present stage of theorizing on the categories of staff. The 
flexibility was achieved by utilizing an open-ended 
interview schedule and by retaining a number of concepts in 
the model which were not a direct focus of the interview. 
The stage of development of the theoretical framework 
waS sufficient to justify the method suggested rather than 
the more basic stage of saturation-type case study in which 
the variables relating to the problem are not identified 
(Van Dalen, 1973:208). The method used may suggest further 
variables which can be associated with resource authority, 


Or raise problems with some of the variables integrated into 
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the theory. 

These statements set basic guidelines for a Stacaregy oO. 
investigation whose function is to attempt the description 
of the phenomena, categories of staff. In discussing 
research into social problems, such as control, Glaser 
claims that the collection of qualitative data has a 
"distinctive relevance" (1969: 217): 

Because these areas raise problems of secrecy, 
sensitivity, taboo topics, and stigma and 
legality, and because people in these situations 
are usually adept at covering the facts where 
necessary, Often the only way a researcher can 
onvdin any ddta, or data that 1S accurate, 2s 
some combination of observing what is going on, 


talking in rather loose, sharing fashion with 
the people in the situation... 


Glaser goes on to discuss different approaches to the 
analysis of qualitative data. He describes four basic 
methods depending on the aim of the research. This may he to 
test "provisionally" a hypothesis; generate new theoretical 
ideas; use analytic deduction which is associated with 
theory on the causes of specific phenomena; and perform 
constant comparison which is designed to generate theory 
more systematically than the second method. The theoretical 
model has already been generated in the present study. The 
requirements of analysis were closest to the first method 
given by Glaser but it was a tentative rather than a 


systematic approach to testing. In this case the 
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construction of open questions for an interview schedule had 
an affinity with Glaser's loose and sharing talk and the 
varied use of probes was considered appropriate depending on 
the particular respondent. 

In the long run a categorization can be subjected to 
testing associated with the exclusiveness and independence 
of the categories but the description of the Gategqoplesi 2s a 
Prerrequisat eto this. process. 

The, remainder of the matters pertaining to strategy 
arose from the nature of the model. The questions were 
constructed around the respondent's view of the whole 
college situation rather than individual experience, The 
latvem was certainly celevant but. it) posed..too,much of a 
threat to approach it directly in an interview in which the 
respondent was faced with an unknown outsider. 

Several directions of questioning were apparent from 
the model. There were three basic areas; resources, 
relationship with leader, and indirect indicators. From 
there, at was desirable to extend questioning either up or 
down the vertical axis, or across the model to show 
variations in allocation, different relationships or 
different levels of Conflict, Cohesiveness, and Leader's 
Dependency. A very large number of questions could be 
derived from this: procedure); but interviews of this type are 
normally restricted to about one hour. 

In order to rationalize this situation it was decided 


that the five main concepts of the model; resources, 
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relationships with leader, Conflict, Cohesiveness, and 
Leader's Dependency should each constitute a section of the 
interview schedule. The interview schedule is given in 
Chapter 5. In the section on Conflict emphasis was given to 
the Independent; on Cohesiveness to the Dependent; and on 
Leader's Dependency to the Interdependent. 

All respondents were asked the same set of cguestions 
plus probes where these were used to Claratyqaliquestion. 
However, further questioning and probes on any particular 
topic of study were utilized as the opportunity arose. 

It was also decided that the questions of this schedule 
could not all be neutral. Such questions would necessitate 
an excessive amount of explanation from the interviewer. The 
theorizing had a definite thrust into a complex area and the 
interview must have a certain amount of flow or little 
coherent information would have been produced. To counteract 
the direction of the interview full advantage was taken of 
the range of possibilities of questioning which arise from 
the model. Questions which described a circumstance and 
sought a response were offset by others in which there was 
Opportunity for free comment. Two hypothetical questions 
wenesadded aifter the) pidletytestsecIrmregularity) int the 
approach to questioning, rather than regularity may be a 
keynote in exploratory study. 

One problem remained. Fven if the respondents did give 
evidence of groupings of staff they would not necessarily he 


Pefertangeto the same angividuals, in the groupings. It was 
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decided that respondents would not normally be asked to 
identify staff by name as a member of a particular category. 
However, attempts were made later to deal with this problem 
in a second short interview with communicative respondents. 

INTERVIEW SCHEDULE: VALIDITY AND RELIABILITY 

Gorden (1969:59) notes that the basic problem in 

Unhier Viewing dis od*ane of maximizing the relevance, validity, 
and reliability of the communication in both directions." 
Relevance and reliability received at+ention in ¢rials and 
discussion of the schedule and in the pallor ‘estua Pheaskili 
of the interviewer almost certainly improved in these 
sessions. The inhibitors and facilitators of communication 
(Gorden, 1969) are relevant. Some inhibitors have been 
mentioned as limitations. Examples of facilitators are 
fulfilling expectations, sympathetic understanding, and 
catharsis. Good (1972:250) claims that task involvement on 
the part of the respondent increases validity. Every effort 
was made to direct the facilitators of communication towards 
this end. In the face of certain bias in direction of the 
schedule and interviewer bias, empathy with every respondent 
was essential and this was practised as far as possible. 
Biases of these kinds do not necessarily imply bias in the 
analysis of the data. Mannheim states: 

The problem lies not in trying to hide these 

perspectives or in apologising for them, but in 

inquiring into the question of how, granted 


these perspectives knowledge and objectivity are 
Still possible (1969: 296). 
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Systematic treatment and evaluation of the data appeared to 
ee ee vest= Soli on to thas prob en. 

Another possible problem was that the questions dealt 
with many basic aspects of an environment familiar to the 
respondent. In this situation unconscious behavior may 
Pesult “Gorden, 1969:82-83). An attempt was made to deal 
with this problem by seeking to trigger a reflective 
approach from the respondent in the first question. 

Questions 7, 16, 20, and 26 were specifically designed 
to Serve an anchoring function by relating the various 
aspects of the schedule to resource allocation and the 
control relationship. 

PULEOW tS FUD Y 

The interview schedule was pilot tested in two 
colleges. Seven respondents were interviewed in the first 
college and five in the second. A number of adjustments were 
made and most of them were tested in the second college. The 
main adjustment was to move the section on resource and 
reward allocation from the first position in the interview 
schedule eo the third ‘ore int order “to avord “etartand tthe 
interview with the more threatening aspects of the 
investigation. It was also possible to expand the number of 
questions from 22 +o 26 and still’ complict@ ost interviews 
in under one hour. This was done by including the section on 
Principal's Dependency which had been kept in reserve in the 
GUS ilo Crit. 


Two forms of question 5, which deals with relationship 
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with the leader, were tried. The one not included on the 
final schedule was, "What different kinds of Cori tao | 
relationships have been established between staff members as 
individuals and the principal?" The question appeared to be 
too vague but the form now given was meaningful to most 
respondents. 

Another aspect of the questioning was that respondents 
perceived and described staff groupings by subject and 
function to a greater extent than had been anticipated. Two 
probes on this matter were inserted in order to test the 
extent of this kind of grouping as against the form in the 
theoretical model. 

A problem of validity remained for a few questions. For 
example, question 24 on the amount of formal communication 
refers to staff who used this frequently, but these are not 
necessarily the Independents of the theory. In question 26 
an attempt was made to deal with this problen. 

The resource allocation section remained the one which 
waS most problematical. In the pilot study-an attempt was 
made at question 8 to elicit a list of resources but many 
respondents were very hesitant on this matter. The question 
was finally asked in the direct manner. A hypothetical 
question, Number 12, was used to deal with one aspect of 
allocation and also the matter of informal sanctions in 
question Number 19. The final form of the schedule 
represented an attempt to reach a balance between structured 


questions, which might lead the respondent too much, and the 
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unstructured question, which could be Supported by probes as 
appropriate. Most of the responses received in the pilot 
Study could have been scaled ona Simple scale with some 
Gi TPicwityarlh the witot study complete rejection of any 
inference of unfairness in allocation and complete Support 
of the principal were encountered twice. A Pus Of “resources 
given by a respondent in the pilot study was used in the 
Final form of question §. 
EVALUATION OF THE QUALITATIVE DATA 

Due to the variation, Complexity, sand) raicghness in 
example of the responses of the pilot study it was confirmed 
that sophisticated quantitative analysis was inappropriate. 
The best means of organizing the material by qualitative 
analysis were thus considered. Barton and Lazarsfeld point 
out that research development in the social sciences is 
uneven. Certain parts, such as experimental design and the 
analysis of survey data have been developed to a level of 
some sophistication but this does not apply Lorcoditicata on 
of qualitative data (1969:163). These writers provide some 
basic approaches to the organization of this kind of 
Material but the techniques and circumstances which they 
describe are very varied. The result is that a measure of 
Originality and improvisation is frequently necessary in 
each new study. There are two fundamental guidelines to the 
approach taken here. One is evidence concept and the other 
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The looser the evidence concept appropriate to 
an area of enquiry, the more will the system of 
reasoning take the form of a cluster of 
interlocking propositions lending mutual 
strength and support for one another. Such 
systems can range from those based upon formal 
canons of evidential arguments, as with legal 
evidence, to systems admitting the most 
tentative and provisional modes of argument. 
However, no system of this type presents +he 
aspect of a collection of chains of deduction. 
Rather, they are akin to crossword puzzles, each 
piece bolstering and interlocking with every 
other (1958:94). 


The evidence statements possible in this study are 
allied to the cluster of interlocking propositions rather 
than the chain of deduction and there are several reasons 
for this. A fairly extensive model has been given but there 
are considerable limits on the resources available to 
conduct research. The choice of types of questions from the 
model was one of many possible routes. It was not considered 
likely that the three groups of staff would stand out 
equally clearly in all organizations but this research was 
restricted to one college. Thus the best that could be 
expected was bolstering and interlocking pieces. A failure 
to find a reasonable number of such pieces would imply that 
the model should be critically examined. 

The technique of systematic comparison is held by 
Barton and Lazarsfeld to be applicable to the small number 
of cases, natural situations, and situations in which, 
",..one cannot be certain that other factors are equal for 


the various cases beyond those factors specifically 
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analysed. 8419699189) 5! Systematicicomparisontin this 
research involved the acceptance or rejection of the 
proposition in a given question together with a second axis 
of comparison associated with the attitude of the 
participants towards the administration of the college. The 
second means of comparison is fully explained in the next 
chapter. It involves the construction of two matrix 
formulations, a technique described by Barton and Lazarsfeld 
(1969: 192-196). The persons at the core of a matrix are the 
most useful informants. In Dean's terms they are the most 
sensitive to the area of discussion and they most readily 
give information. Examples of these kinds of informants are 
the naturally reflective, the frustrated, the person with a 
need to talk, and the subordinate who has gained insights 
through adapting to superiors (Dean and Eichhorn, 1969:143). 
A range of other mechanisms were used to evaluate the 
responses. These included the use of qualitative indicators, 
deviations from expected behavior, and awareness of the 
visibility bias of the spectacular example (Barton and 
Lazarsfeld, 1969). Dean and Whyte (1969: 105-115) deal with 
this problem of truth in response. They point out that the 
interviewees" replies may be influenced by ulterior motives, 
bars to spontaneity, desire to please, and idosyncratic 
factors which blind the informant to aspects of the subject. 
A range of defense mechanisms used by informants is 
discussed by Argyris (1969). They include problem denial, 


Silent treatment, stalling, and protective forgetting. 
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The appraisal of conflicting responses of the interviews has 
some similarity to the problem of conflicting evidence in 
jurisprudence. Osborn dismisses the idea that the result of 
egetialysiould beplikelthe result of an.election in the case 
of equal numbers of witnesses on each side. He recommends 
appeal to the intelligence through, “screntiftic, | 
illustrated, rational testimony" (1975:35). On the same 
matter of quality of testimony he states Pua teal \.dubene are 
evidences of truth and untruth in appearance, ~inevolcos in 
attitude, in manner, as well as in the matter of Lea Tneny 
as it comes from living witnesses in court" SS ie yee ie 
researcher was not a trained attorney and his DOSsteOn 
enquiry was not the court but it was deemed possible to 
recognize some of the more blatant examples ofsthis kind, 

A number of aspects of perceptual distortion of 
observers are very important in assessing the responses. 
Newman and Newman (1965:53-73) discuss limitations in 
perceptual capacity and give numerous examples of the cause 
of over-emphasis and under-emphasis. These and several other 
indices of credibility were used as appropriate in the data 
analysis. In summary a note from Gibson on ede) Di ola tevgel ot 
the social sciences is relevant: 

We speak of having a sympathetic understanding 
of our fellowman, of finding a meaning in their 
activities, of grasping intuitively how they 
feel, what their plans are, what they are 
driving at, and we do not speak in the same way 


of inanimate objects (1960:49). 


These kinds of considerations can be used with a 
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Systematic treatment of data. In this case they place the 
responses from open-ended questions into a framework which 
will facilitate meaningful analysis.’ The kind of analysis 
was consistent with exploratory study. It was deemed an 
adequate analysis to set the stage for later stages of more 
systematic investigation and PeSt Ing. 

TREATMENT OF DATA 

There were two basic stages in the treatment of the 
data. The first was to transcribe the main Statements of 
response of each question from the audio-tapes to columns 
under appropriate headings. There were from one to three 
headings per question and the headings were formulated by 
trial and error to some extent. Question 3, for example had 
tirce Weadings,’ “Middle “group perceived "Readily 
perceived?" and "Size of groups." Adequate space was allowed 
for remarks and notes at the right of these sheets. As far 
as possible the respondents" actual words were transcribed 
at this stage. Consideration was given to emphasis detected 
in the responses. 

The next stage was to make a sheet for each question 
with all respondents listed on it. Fach response was now 
placed in a column as to whether it was positive, negative, 
or indeterminate, and further notes were made on any 
Significant matter. Responses which were difficult to 
categorize due to hesitance and contradiction were placed in 
the indeterminate category. This has given a rather large 


number of indeterminate responses for some questions. 
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Certain parts of some tapes were transcribed at full length. 
References to the same subject, such as the particular 
situation of Gamma Studies, and to a relative of an 
administrator being given preferential treatment in 
allocations, were systematically accumulated. 

The matrices were now formed and staff placed in ee 
This process was carried out after a very close knowledge of 
the responses had been obtained. The lists of respondents in 
the second sheets could now be marked as to the status of 
individuals in the matrices. Using both sets of sheets and 
supplementary notes the statement of analysis was now 
constructed. 

A self-rater reliability test was carried out four 
months after the analysis of responses. Ten respondents were 
selected at random and five consecutive segments of 
information, again selected at a random point, were 
categorized. These segments of information came from less 
than fifty questions as question 5, for example, provided 
three pieces of information. Seven responses were not placed 
in their former category so that the test demonstrates 86% 
reliability in re-allocation cf response. 

POPULATION AND SAMPLE 

The instructional staff and the administrators in 
direct supervision of instructional staff were the 
population of the study. A sample of 38 respondents from 
this population was selected on the basis of those present 


in the college in the interview period; representativeness 
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throughout all subject areas; representativeness at all 

levels of the hierarchy except Principal, and rejection of 

persons who had less than two years teaching experience at 

the college and no other teaching experience. One recording 

Hailed So that the’ final number in the sample was 37. The 

college was given the fictitious name of Warriston. 
WARRYSTON COLLEGE 

Factual and background data on the college were 
obtained from the college calendar and other similar 
material and in discussion with the Vaice-pri nepal, 

It was also necessary to give the Departments of the 
college fictitious titles. Most of the Teaching statf were 
organized into the four main Departments, Alpha Studies, 
Beta Studies, Gamma Studies, and Kayvee Studies. One 
Department, Kayvee Studies, was innovative for this type of 
college and its discipline areas was not within the 
traditional scope of college activity. A few instructional 
staff were in smaller units outside the four main ones. 
There were two levels between the Head of Department and 
Principal, the Supervisor of Teaching, and +he Vice- 
principal immediately below the Principal. Under the Head of 
Department there was one Senior Teacher per Department and 
then the rank of Teacher. The teachers were aided in their 
work by a number of technical support staff. The non- 
instructional staff were divided into a number of units 
under Senior Supervisors who enjoyed parity of rank with the 


Vice-princival. The formal hierarchy of the college was thus 
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quite steep or severe. The college had a Program Council 
consisting of the Vice-principal, the Senior Supervisors, 
the Supervisor of Teaching, the Heads of Department, and a 
representative of another program not of Departmental 
Status. 

It may be noted at this poin+ that there had been some 
conflict or disturbance of some Severity within the staff at 
Warriston. This occurred not long before the data were 
collected and it was sufficiently severe to merit a visit, 
for consultation with the staff, of external agents in 
control of the college. 

THe INTERV SE BW S 

On the first morning at the college the Principal 
introduced the researcher to the Head of each Department and 
other key persons. In the first few days each prospective 
respondent was seen individually at his office or work post 
and a suitable time for interview was arranged. All of the 
teaching staff were not available for interviews but a 
further qualifying factor came into operation. Co-operation 
of staff, including senior administrative staff was high 
except in one Department. AS the work progressed a lack of 
co-operation in the Department of Gamma Studies became very 
apparent. Two members of this Department did not keep 
interview appointments or made apologies in a situation in 
which there was some reason to believe that forgetfulness 
was not the probable reason for failure to attend. Another 


time was arranged for both members but again one did not 
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report on time. A telephone enguiry led to his appearance 
but he now showed reluctance to be interviewed. When it was 
pointed out that he need not participate he accepted this 
and departed. This conduct was quite exceptional. One other 
teacher in Gamma Studies had been interviewed Pelor CLoFthi« 
So that two persons in the Department were interviewed but 
both were relatively unproductive sessions. This marked lack 
of co-operation is discussed in the analysis of data. Apart 
from this there was reasonable representation throughout the 
range of subject areas and the nieparchys All Gort 
interviews were taped and only one respondent had any 
uneasiness on this matter. The usual length of the interview 
Was one hour. Three persons were approached a second time on 
a caSual interview basis in regard to naming persons in the 
Independent group. 

The following Ganoguapiic detadllivastraten before each 
interview. 
1. Name. 
2.' Sex. 
2. Years on college staff. 
4. Years of training after high school. 
5. Qualifications. 
6. Years in wea Gho. not 
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CHAPTER: 5 
DATA ANALYSTS I: PRELIMINARY ASPECTS OF ANALYSIS AND THE 
INTERDEPENDENT CATEGORY 

This chapter is divided into two parts. The first part 
is an introduction to analysis, mainly byitay davscussi ons of 
the informants. The second part is an examination of the 
evidence associated with the Interdependent category. 

THE RESPONDENTS: AN OVERVIEW 

For the sake of confidentiality the respondents were 
given a random number between 100 and 199. In general the 
high level of sincerity of the respondents was quite 
striking and this adds to the validity of the study. Some 
apologized for not being in a more central position as far 
as the observation of administrative processes is concerned. 
Only a few respondents were abrupt and mechanical in their 
approach to the questions. This applies especially to 
Numbers 133 and 122. Number 122 did not provide very much 
useful information and his responses must be held in some 
doubt due to extreme abruptness. This is an example of 
silent treatment. Other respondents were extremely hesitant, 
or rambling, especially Numbers 110 and 158. Two technical 
Support staff, Numbers 112 and 170, were rather far removed 
from the centre of administrative activity and were not able 
to supply a great deal of information. Two persons, Numbers 
181 and 135, close to administration, the first a Head of 
Department, were so concerned with the problems of their own 


positions that they did not provide as much useful comment 
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on the whole staff situation as Might be expected. Two other 
Heads of Departments were interviewed, Numbers 106 and 197, 
One respondent was very timid, Number 151, and one very 
casual, Number 180. Number 180 also had an obvious desire to 
please. The problematic responses were used as much as 
possible but much less, in illustrations of evidence, oe 
the other responses. 

Number 1937 c) -eacher, Gave a remarkable account, in a 
calm and thoughtful set of replies, of material which 
Supports the tripartite theory very closely. The reeponses 
Of one other person in a low status position at the 
technician level, Number 176, were very insightful 
considering this respondent's distance from the centre of 
administrative activity. The two administrative officers 
above the level of Head of Department, Numbers 111 and 176, 
were very valuable respondents as they were caught in a 
crossfire of resource allocaticn problems. 

It was obvious from the first interviews that a basic 
dichotomy in approach to response existed on the Sita cd sen ace. 
variety of ways one set of respondents were Ci Si net Ly 
Supportive of the Principal and another set distinctly 
Cilti cal sor hime This 1s 'similar to high and low career 
involvement. In this kind of situation matrices which 
combine the range of lower level concepts can be 


constructed. 
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This consisted of a solid core of staff who were 
consistently critical of the Principal. The criticism was 
quite open and sometimes strong. Their outlook towards 
Career advancement appeared to be relaxed. They had a 
conflict view of the college as an organization rather than 
a harmonious one. Tt was not a smooth, satisfying and well- 
run operation. Allocations of resources were not necessamidiy 
fair or based on merit. Sometimes their outlook on these and 
other matters was cynical. Some of their colleagues, and 
occasionally they themselves, were seen to be in trouble 
with the administration for reasons which were not of their 
Own making. The responses were well illustrated and many of 
these staff had a large number of yeas fofiservice at the 
college. An extreme vosition, the spectacular example of the 
Matrix I orientation, was apparent in Number 125 who 
provided a very well illustrated set of mecpouses! but not in 
the calm manner of Number 193. 

The Matrix I core consisted of Numbers 25 Aine Gos, 
144, 145, 150, 162, 190, and 196. Another five respondents 
had an orientation towards Matrix I while still showing some 
support for the Principal. These were Numbers IG 123, ses, 
1937 > fan d 11 Om 
Matrix II 

Again there was a solid core and an excellent 
spectacular example. The core persons in this Matrix were 


consistently supportive of the Principal Oehigh career 
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involvement was Apparent. They replied fairly freely but 
with some hesitation at times. They had a harmonious view of 
The tonganimeat von .yit awas sat. least .as well run as could be 
expected. The Principal did a good job but there were some 
troublemakers on the staff. Fairness, and initiative, 
especially the latter, were consistently emphasized, in 
discussion of allocative processes. Again many of these 
informants had a long period of service at the college and 
responses were well illustrated with the exception or the 
spectacular example in this group. This was Number 133, who 
at times showed resentment at the merest hi ny fom euntackr ness 
as well as consistent abruptness. This person was Clearly 
engaging in problem denial to a high degree. He had a tense 
Manner like the spectacular example of Matrix I. 

Shes Matra aeleicon ey, then, consisted of Numbers bs Ra Bs 
age do, 168. 4b, ISS wale 163, 176 and 181. The more 
peripheral respondents were, eld? AWS i atands ise « 

These Matrices were used, in the main, to help detect 
when respondents with different attitudes were talking about 
the same thing or Something Similar, and when they were 
talking about different Pane I} wass not Necessamy: or 
desirable to accept one point of view in favour of the other 
except in cases in which such a point of view was acting as 
a) balrAere to authenticity. 

The Matrices permit two Systems of comparison to 
operate, Matrix I against Matrix II and a basic negative 


stance to a question against a positive one, 





| | we 
Paar viegpe? Het fet WoaT -frapnggs 2eW ‘aoapaalle 


14 figy ? tog eo , A Bi "rod } Bay rv +8 fois tized onog Avtv a - 
sicyvey Bee goa i i Loe ae x) teand ve A Aa aI ~noi?es inspite edt 
so> oyow aTeas fied Get Gone « Abb Detain eae bot 29qgxe 


ryepetor bod oeeenttzé® .2iete edie exeteee lege a7 


tun wi *eettago evrew .céeitel on4 el temeeee 


papel ‘A -Bappaood avEigsool be te nobkegiaeth 
ryted 44 Re bnag saint 6 ber sénkawsed 
5 appa ‘ty Satoveeaulh) liew oreay  2eReegesa 
r 4 ! hte & ,inT in siquexe 1stvos 79999. 
? 4+ 26 teeteores bowors pom it MB 
i} 
witesin 268 seared Ard? .<2eeneqaes tastaicoos 24 Liev 26 
: supat pid « oF LBtReE aeidowa at paierpae 
' <ittsm %o ofe¢nems ga tuderpege otf Saget 1a0nan 
1h ote’ eo bogederss contd -,o7e 22 aiares See 
D 


S-rTr tl | (S&P? Bee ay] rear hae a < sear _ HE4. EET v@ SF - 
, er pay re? oo sy =4 nehaetaw tT tetedqiteqg 


oak at ++ «ites S0Y ob .feRe etek eae toaee eoedT 













‘inde PpAseia« Qisw sehr tel ciee rottih t+tv egeehnegee? sede — 
<a yout (ade Oe, «tol ee iby age to paidt pare, ody 


+o Ytezeanen co eov OT vapaldt Pana svoce padaat 
id duneet wt wae tot | ot ; 
aeeantas 28 URC val, Nalini «| “sesiaarts - 


we ead ene ety 40 fat Bat oie Ko ea | : aes, 

BE fy ss ow Al a - a ) oo. i ) 
ied sy 
re 










A , 


7 , 7 - - 









74 


Most of the respondents described earlier as having a 
problem such as extreme hesitation were not placed ina 
Matrix since their responses lacked Clarity and conviction. 
However, two persons who did respond "i n fan “in sightt ul way 
could not be placed, even ina peripheral group. These were 
numbers 189 and 106. The remainder of the respondents thus 
consisted of Numbers 103, TOG 5) FT) STN 2 (Sete Oe 
180, and 189). 

In order to obtain the best possible statement of 
evidence every attempt was made to use the information of 
all respondents but the core PEEsche in Gach group, plus 189 
and 106, correspond to Dean's most useful informants. The 
core persons were quoted more frequently than the others and 
at times were considered more extensively. 

INTERVIEW SCHEDULE 

It is necessary to include the interview schedule at 
Chis spoint lin’ order “that the responses may be appreciated, 
The section headings on the schedule were not read OuLstoO 
respondents. 

The following introduction to the interview was 


provided for each respondent: 


I think that you will have gathered that 
selection of respondents for this soudy “is 
largely a matter of convenience. You are 
probably also aware by now that T am interested 
in organizational studies. Before coming here Tf 
made a number of propositions and I am now 
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seeking evidence which will support or refute 
them. To do this I need the co-operation of a 
humber of staff to respond to some questions. 
These are open questions so they may be answered 
briefly or in some detail as you feel is 
appropriate. In general the questions will seek 
your perceptions of staff operations rather than 
what is happening to you. At a few points the 
questions may be repetitive or appear to be so, 
depending on the line of response which is 
followed. 

iYSEhis research I am not acting for any 
agent or employer and T am not associated with 
any public or private hody other than the 
University of Alberta. The responses are 
confidential and anonymous. Some responses will 
be quoted in the study but not against the name 
of the respondent. 

There are five sections in the interview 
schedule. Two of them deal more or less with 
disagreements of the staff; one deals with 
certain aspects of relationships with the 
Principal; one with the allocation of resources, 
rewards or benefits; and one with the 
cohesiveness of groups. 

Tt would like to tape the responses so that 
I may analyse them carefully. Will this be all 
right with you? 

Have you any questions to put to me before 
Wego anuyerurther? The first question deals with 
the status guo of authority in the college. 


fhe Interview Schedule 

Section 1. Leader*s Dependency 

1. How much difference is there in concern among the staff 
for stability in the exercise of authority? 

2. How much difference is there in the way in which 
individuals tend to take ofposing sides when issues come up 
for discussion? 

3. To what extent can you distinguish a fixed number of 
staff who do not take sides? (Refer Henuhe DOSS. Dal ty Or 


peripheral involvement. Ask about the size of the group.) 
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“, How reasonable is it to suggest that the Principal, to 
maintain a balance of authority, is dependent on a middle 


group of staff not taking sides in severe college conflicts? 


Section 2. Relationship with Leader 

5. The following possible types of relationship between 
staff members and the Principal have been suggested within 
the one institution. 

a) Some persons are close , similar viewpoints +o him on the 
way the college should be run. 

b) Others in a state of reciprocity or exchange in which 
there is mutual benefit with some dissimilarity in 
viewpoint. 

Cc) Still others, distant, may include elements of coercion 
and considerable differences in viewpoint. 

How well do these types of relationship with the Principal 
provide a description of the various states which exist now 
at this college? (Refer specifically to second part of (a), 
(6), and (c) to give emphasis to the whole descriptor. Ask 
about size of the group.) 

6. To what extent would these three states, close, 
reciprocal, and distant, represent three groups of college 
staff? (Ask if groups are subject/function groups.) 

7. Describe the association, if any, between not taking 
Sides in disagreements and closeness Dem ectdonsttin? 


(Emphasize that closeness of relationship refers to the 


three states given.) 
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Section 3. Rewards and their Allocation 

8. I want to discuss rewards, benefits, and resources of the 
work situation but only those which are allocated by the 
Principal or administration of the college. For example, 
teacher satisfaction in student learning and in interaction 
with students is not normally controlled by the 
administration. Furthermore, the allocation of some of these 
resources is fixed by established right (2.9. Salary, sick 
leave, vocational leave, and pension plan). Here is a4 4st 
of rewards and resources given to me at another college: 
Conference funds, support for tenure, support for promotion, 
material equipment, recognition of expertise, good time- 
table, choice committee jobs, social closeness to PEINCapall, 
Status, travel and study funds, professional and development 
funds. Do you see a similar set of allocations at thas 
college? 

9. To what extent is there a pattern in the allocation of 
the rewards and resources other than established rights? 
(Ask about kind of pattern.) 

10. On what basis are the rewards and resources, other than 
established rights, allocated? 

11. How reasonable would it be +o think of these other 
rewards and resources as falling into a number of categories 
on the basis of the importance placed on then HY MOSt Start? 
(Ask how many categories.) 

12. If there was an external request before the college +ha+ 
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hierarchical levels, to what extent, if any, could you 
predict who would be sent? (Emphasize crepresentatwon at aid 
levels. Ask about level of prediction if 10 persons to be 
Seta) 

13. How well can you distinguish a number of categories.of 
staff corresponding to who gets what in the allocation of 
resources? (Ask how many categories.) 

14, Describe the association, if any, between closeness of 
relationship with the Principal and the allocation of 
resources. (Refer to at least one set of resources and one 


relationship.) 


pection UE Comilict 

15. Most organizations have a certain amount of disagreement 
within the staff. How would you describe the disagreement on 
this# staff? 

16. Can you give me a few examples of disagreements you have 
known here? 

17. How much of a pattern is there in these situations of 
disagreement ? 

18. How often do such situations of disagreement relate to 
disagreements between different levels of college staff? 

19. If a particular staff member was seen to be a trouble- 
maker in the eyes of the administration how hikedy?isPit 
that informal sanctions would be used against him? 


(Examples, send to Siberia, worst time-table.) 
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disagreement and closeness of relationship as just 
discussed. (Refer to at least one level of disagreeme nt and 


one relationship.) 


Section 5. Cohesiveness 

21. Reference has already been made to groups of staff. To 
what extent are there groups on this staff which have 
different amounts of influence over the Principal? (Ask if 
CE0Ups are subject/tunction groups. Refer “also to 
Principal “s consultation with @ fixed’ group.) 

22. How much difference is there in the level of 
cohesiveness of these groups? 

23. How much variation is there in the amount of informal 
communication which the different groups have with the 
Principal? (Example, talk at coffee break.) 

24. How much variation is there in the amount of formal 
communication which different groups have with the 
Principal? (Example, memo, letter. Ask about the 
relationship between paper battles and distant persons.) 
25. To what extent do the persons who communicate frequently 
in the informal manner with the Principal form an 
influential in-group around him? 

26. Describe the relationship, if any, between communication 
with the Principal and the allocation of resources? (Refer 
to at least one fcrm of communication and one set of 
BesoOuLr ces.) 


The data may now be considered in detail. 
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INTERDEPENDENT CATEGORY 
The Sections which deal most directly with the 
Interdependen® group of staff are Sections 1, Leaderts 
Dependency and 2, Relationship with Leader. A number of 
further questions provided indirect ana less specific 
material which was also taken into account. The dichotomy of 
the two Matrices was less useful in analysing this group of 
seatft than the other two groups. 
SECTION 1. LEADER'S DEPENDENCY 
The first question introduced the whole schedule as 
well as the first section. It had to be Lepeated +or quite a 
number of respondents but once this was done it appeared to 
encourage the informants to reflect on the staff ina 
constructive way. The question focused attention on the 
possibility of divisions within the staff. Twenty-four 
informants perceived that there was variation in CONCEr HE oOt 
Stability in the exercise of authority Om) ywoesix stath did 
not see this variation and the other staff gave 
indeterminate responses. 
A few of the Matrix IT respondents saw the variation as 
important, even dynamic to a degree: 
There is a lot of dissatisfaction with this 
administration and a real dichotomy here because 
not all staff feel this way (Number AUG die 


A Wide variation with great splits on campus. 
(Number 123). 


The harmonious viewpoint of Matrix II is evident in other 
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cases in which variation was seen: 


There is a little unrest in some areas. (Number 
VIS) 

No doubt they do (this is the whole response of 
Number 163). 


The six respondents who did not see variation said so 
without adding very much useful information. However it is 
appropriate to give examples of cases in which the 
provosition was rejected: 

Never! Groups are never against one another 

(Number 138). 


Once we get rolling we're just too busy to 
notice much of that (Number 133). 


Many respondents felt that the college was being run in an 
authoritarian way. Indications of authoritarianism were very 
widespread throughout the responses and undoubtedly 
infiuenced the way many respondents reacted to the 
questions. Seven respondents in all indicated in their first 
response that they felt this way. This includes Number 116 
as given: 

Not enough power going out to grassroots (Number 

dee bhpos tt want that authority to continue 

(Number 189). 


Too many decisions are taken in isolation 
(Number 129). 


Several informants identified the kinds of staff who opposed 


each other, for example, “younger vs. older"; "conservative 
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VS. most". The presence of kinds of groupings of staff, 
other than as proposed in the theory, constituted a problem 
am analysie.yTid= point is considered in the summary of 
evidence of the Tndependent and of the Dependent classes of 
stad i. 

The main function of the next question was to lead up 
+o the more specific question 3. Only five rejected the 
proposition outright. None of these are Matrix I core 
persons but two are in the Matrix II core group. One 
response could not be interpreted. Of the remainder two 
perceived some interchanging of persons depending on the 
issue: 

One group can be depended on but there is also 


flexibility (Number 129). 
There's some switching on issues (Number 162). 


and four only referred to mild polarization: 


Some individuals are sparring (Number 163). 
It happens at times (Number 171). 
There's not that many differences (Number 158). 


Again none of these four are Matrix T persons. The rest of 
the respondents were definite in their perception of fixed 


groups in opposition, especially the Matrix I core persons: 


Two poles, everything else in between (Number 
Tada) 


This response indicates the presence of a middle group as 
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did one Matrix Il response: 


Certain individuals are regularly against the 
administration. (Number 176). 


A dichotomy without any indication of whether or not there 
was a middle group was more common. One of the "Camps" was 
frequently the administration and other lines of division 
were departmental and conservative-liberal. 

At question 3 only three respondents did not see a 
middle group of some kind, and only two responses could not 
be interpreted. Four of these five persons were in Matrix IT 
and the fifth was in the Residue Group. Many aspects of the 


responses, as given, support the theory in different ways: 


Tiere toma group that doesn't enter with the 
political affairs of the college. They don't get 
involved in anything (Number 106). 

Some don't take an aggressive stand at meetings. 
They are frightened they will lose their jobs. 
Maybe that middle group are +he ones that the 
Principal first talks into agreeing (Number 

AT js 

(Sj, OLS he Stati are, wi llings to wget: on with 
their job without creating a fuss (Number 163). 
Bost lot he Stat tare quite willanguto «et on 
with their job and with the administration 
(Number 138). 

The staff are on a normal curve (Number 176). 
Tire suse NO. doubt wat ot Baers eas a hit eo y 
(Number 150). 

Some are too busy to get involved, others don't 
care - they are on a nine to five job (Number 

To Ni 

Most of the staff roll with the punches (Number 
103). 

There is a group which isn*t vocal (Number 163). 


£8 vem» 34) 






an) ‘. @Az 


i tenison elqaleger ets eLlsebigiont wirtaeo i 
- feof  zedane) EEA Tet niebs © nt "4 


a *3tot* Ss 


Ay ¢o00 To r9edtadw © aobtso tind YRaywvonssy yaotodorh A 


- 
ro #0 sora: o8 | aM quotp efbif@ 6 ABW ae 
terveh to vent! vode@ hag aorteteebatats sae qitneapest ; 

Pleayi*evio2905 Bas tesnen*idqes 3T1eVW 

Snoase? scead? yitto E noltaowp t# 

sy2er oft Yio has paid ae to aqnre wy, eiftiia — . 
Z 


‘Tew =moe Tod Ser sagut 2 tof .beterdISink od 














2 
26 Wi cuoy? eebleet oat af gow #299 ede bas i 
¥ tnearveta th af vost? off Feoeagqswse Reve BS Verereues ; 
| 7 ae 7 
a) 
sii * hes” 4 ‘ ,?ne aot %eul . J UO LY é aL stedT = 
F : { Sti 1 CoO* V+ >< aha 5 ** 4e i 1 
wT wal fo: 1% 2 arintte Iso iti fog : 7 iz 
, cof qecioumts paidsyvas ni boviovat. 3 ASE J 
apniteae Fi . 9¥iceedvps as sagt F* Ob BHO? Cee me. 
ae Ae 


rPick lftw yed? benecdgpisl ors yedT =. 

son maT 4° @ts oGwevp sEbihia Sade sagan” 
siimva) nares pa ofa BPEST Bath? Daggeari 

‘, etTTr 

Asche po dep Of Peldlidw ets. Mase ved OG Fey 
(fat cederh, weet » pritesa> soodsiw dor zien 
ao top of DI tw ©? aip ars Theta wat to Paon 
joLtartsietehsa oat wetv bas dot givds Asta~ 
of! af Ted: ad 

gh ath ig Ww stie oA om a a8 
F ue Vy *~Fady 24 . 
Brae ‘wer at ae es 

atieabaiie >" Neg 4 OO REOTSS ae OF 














Laat 


. a 
ae Ae Ae oye ta 
ml hres 2) hs Te 


@ 
a s 
» 


84 


There are different levels of Clarity in recognitior of the 
middle group in these responses. The normal curve is fairly 
explicit but the 75% of staff who work without fuss does not 
necessarily refer to the Interdependent. 

A range of terms was applied to the middle group, such 
as, fence-sitters (two respondents); neutral groups and 
peace-makers. Two respondents thought the polarization of 
the staff was a problen: 

There isn't a sufficient opted out group. 
There's the problem...when it comes to a crisis 
the opted out group is missing (Number 110). 


I do not see a large enough dormant body (Number 
ee 


The responses not supportive to the EONnCeptL OF 
Interdependent included the outright rejection of Number 133 
and the feeling by one or two that all staff would 
ultimately take sides: 


Some people are not outspoken but they all get 
involved in the end (Number 151). 


All of the respondents who saw a middle group clearly, 
were asked about its size but four of the responses were 
indeterminate. Fourteen indicated by giving a number, that 
the size of the group was half of the staff or more or they 
gave verbal descriptions such as, "very large." Seven 
perceived it as a small group of eight or fewer persons and 


two saw it as only two or three persons, so that the number 
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of staff in the middle group does not always fit the theory. 

Sixteen respondents stated at the next question that 
the Principal was dependent on a middle Group OL statt, 
Thirteen rejected the proposition in clear terms and eight 
responses could not be interpreted. 

Two of the sixteen had already given the size of oe 
group as, only a few persons, and in two further cases the 
size was not given. The rest of the sixteen were clearly 
referring to a substantial body of staff. 

There was a definite tendency for the Matrix TT persons 
to see this as a reasonable and legitimate way for the 


Principal to operate: 


Tt think he probably depends on them because of 
their level-headedness. They are listeners and 
not talkers (Number 161). 

it would be very difficult if he was always in 
conflict with most staff (Number 138). 

The Principal is not dependent on the weaknesses 
of staff (Number 181). 

As. far aS this or any other institute is 
concerned it is very critical to have a group 
who are the stabilizing influence because it is 
detare andividualswho doss, not, go, off, ata 
tangent from time to time (Number 111). 


The nature of the relationship and its legitimacy were 


viewed in a different way by some of the Matrix I persons: 


The administration sees a small group 
complaining and a larger group not complaining. 
They rationalize and use the larger group - 
look! These other people are not complaining 
(Number 125). 

The middle group try to ignore what is happening 
(Number 162). 
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He manipulates the middle group quite 
successfully (Number 145). 


There were a number of other interesting insights from those 


who saw a middle group: 


Tt can work both for and against him (Number 
bse be, 


He does not think he is dependent (Number 19¢). 


He would possibly vocalize a desire for their 
polarization, at least initially on an issue 
(Number 150). 


Number 111, an administrator, also regarded the middle group 
aS an unreliable and unpredictable element which had to be 


treated with some care. 


The informants who rejected the proposition did so for 
different reasons but quite frequently it reflected an 


authoritarian stance by +he Prinicpal: 


The Principal is the centre of authority (Number 
AZ23:) 2 

They don't act to support him (Number 146). 
There is no barrier or sounding-board here 
(Number 193). 

He is not worried if that group does not follow 
(Number 142). 


He depends on those close to him (Number 165). 


These questions revealed good evidence of fixed 
divisions on the staff. The first two questions did not show 
that the divisions need correspond to the divisions of the 


theory but the Interdependent group of staff was clearly 
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perceived at questions 3 and 4, and the respondents had no 
difficulty relating the Interdependent group to a range of 


Organizational operations and activities. 


SECTION 2. RELATIONSHIP WITH LFADER 

The description of the three relationships was 
meaningful in its entirety more or less immediately, to 
twenty-three staff. Two further persons accepted the first 
part (a) and the third part (c). Of the remainder only two 
persons, Numbers 133 and 111, rejected it outright. There 
were various problems with the other ten responses. 

Some of the terms used by the twenty-three who 


perceived the relationship were as follows. 


We definitely have all three and probably a few 
that bridge between them. It's more of a 
continuum (Number 150). 

I think that's a pretty good summary (Number 
ehh ie 

All three are here and in different people 
(Number 193). 

That ‘s reasonably close T would think (Number 
Ne! Uijae 


Very few specific insights into the middle group were given 


in this set of results but a few are noteworthy: 


I ‘ve often wondered myself why there is so much 
agreement with the Principal (Number 145). 

You pat me on the back, I'll pat you on the 
back. It 's a matter of the Principal's personal 
interest or it might be public relations or 
aesTneticss Iii tooks good, tt might be 0..K. 
(Number 103). 
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Three of the twenty-three did not give the size of the 
group but of those who did, fourteen saw it as large. An 
terms such as "70%," "80%," "the bulk," or "most." In direct 
rejection Number 111 stated: 

There is not a fixed relationship between the 


Principal and any staff to any degree. Tt 
depends on the particular issue. 


Flexibility of issue, in a less firm expression, was 
mentioned in two other responses which are not placed in the 
acceptor category. Further problems which led to rejection 
included placing all staff in one Categony monly, 
misinterpreting exchange as exchange of conversation, 
referring only to one Department or one Section) Of she start 
such as Heads of Departments, and the usual Side-trackers 
(Numbers 110 and 158). A few examples of those kinds of 
responses are: 

The close ones are there to some extent but not 

to the point of favouritism (Number 146). 

I think the second one...there are no serious 


differences of opinion here (Number 129). 
It really depends on the issue (Number you), 


Question 6 was not particularly relevant to this group. 
Only one respondent perceived the persons who were ina 
reciprocal relationship with the Principal to be in a group 
in the sense of being cohesive. 

At question 7 there were eight instances of respondents 


Stating that the middle group of Section I was the Same as, 


a : Tn 
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Or very similar to, the reciprocal Troup or Section 1. This 
means that the informant was referring to the same persons 
and that the groups of both sections corresponded Anvsize. A 
further four persons claimed that the groups were the same 
but the size of the middle group, as given, was quite 
different from the size of the reciprocal’ one,"Onily five of 
the respondents rejected the question outright so that a 
large number had problems of various kinds at this question. 
Five persons stated that they did not know, and most of the 
rest were too hesitant or had not perceived the middle group 
SOF =the =reciprocal’ group sufficiently clearly in the first 
instance. 

This section adopts a different approach to the 
identification of the Interdependent group. The identity and 
description of the group as given in the theory is well 
Supported. The number of persons who described the 
Interdependents exactly by both the middle and reciprocal 
means is limited. 

CATEGORIZATION OF RESOURCES 

A categorization of resources was the main basis for 
the categorization of staff and it was thus essential to 
treat this matter at an early stage of analysis. The intent 
of questions 8, 9, .10,“and"11° >! was-to attempt to establish 
the categorization of resources. It was confirmed by almost 
all respondents at question 8 that *he set of resources as 


listed, or a very similar one, existed at the college. A few 
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persons had difficulty in thinking about all of these items 
as resources but a more common problem was a claim of 
shortage of funds for travel and professional development. 
Allocations of equipment for teaching purposes were 
generally considered generous. Allocations were perceived to 
be in a pattern by thirty respondents and in categories by 
twenty-six respondents. However, twelve of the twenty-six 
did not perceive a clear cut categorization. There was a 
tendency to place such items as professional development in 
an important category but only two persons gave three 
categories of staff, Numbers 144 and 193. Number 193 had no 
difficulty relating the allocation of Established Rights, as 
a Single allocation, to a distant group. Frequently it was 
not meaningful to ask about the number of categories of 
resources as the respondents did not perceive a 
categorization with sufficient clarity. Thus it was not 
possible to build on a tripartite categorization of 
resources in further questioning. The more limited approach 
of differential allocations did emerge clearly. This was 
used in a consideration of the responses but a fixed range 
of resources cannot be associated in a precise manner with 


the categories of staff. 


OTHER SECTIONS 
In the resource allocation section little information 
on the Interdependents was obtained. A middle level of 


allocation is a difficult matter to investigate because it 
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does not stand out. One person indicated that the 
allocations were at three levels, to the “"overdoers," the 
"doers," and the "underdoers," but a more common point of 
interest concerned the balancing out of allocation which was 
apparent in some responses. There were nine instances of 
this, most of them at question 13: 

To Vanleo trom year to year. If you are low one 

year it is made up in the next (Number 150). 

Mivc seen the go-getters who are striving to get 

things done shut down...it's time to call a halt 

and look elsewhere (Number 146). 

At one time we can justify something and it is 

Justified and we don’t get it. At other times I 


"justify" things we don't need so badly and we 
gef iv. (Number 755). 


These kinds of remarks may result from the demands of 
budgetary procedures. However, there were some allegations 
to the effect that resources were deliberately withheld from 
certain persons. This-is discussed later. 

There were a few other scattered pieces of evidence 
pertaining to this group. In addition to the case already 
mentioned, Number 162 stated several times that the middle 
group, which could play a modifying role, was too small and 
powerless at Warriston. Number 145 stated in reply to 
question 26: 

some say,’ "don"t rock the boat" and they get 


really angry with those who try to change and 
improve things. 
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The other sections of the schedule only yielded a few 
points of interest. This concerned what may be a balancing 
out of allocations relevant to the policy Tortthe 


Interdependent class. 


INTERDEPENDENT: SUMMARY OF FVIDENCE 

The kind of allocation to the interdependent’ group, 
Established Rights and Other Situational Rewards, was not 
found in the investigation. There is good evidence of an 
Exchange relationship in the terms of the theory and also 
that this relationship involved a substantial number of 
staff. The Principal's dependence on a middle JeOup Ot sta Ge 
emerged clearly. There were indications, not of a clear and 
firm nature, that the Principal balanced out allocations 
within the group. The role of the group in controlling 
conflict and providing a stabi ivzing influence was also 
clearly shown in the evidence. At Warriston the 
Interdependents had been influenced to quite an extent by 
the Independents. It appears that the severe 
authoritarianism had caused the Interdependents to have 
quite a lot of sympathy for the Independent point of view. 

A medium level in other factors of the model, such as 
communication and conflict could only be suggested 
indirectly through the establishment of polar levels of 


these factors. However, there is quite good evidence to show 
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that the Interdependents were loosely cohesive as described 
in the theory. 

some college staff, the Matrix I persons with a 
conflict view of the organization, tended to perceive the 
Interdependents in negative terms. The Matrix TT persons who 
had the harmonious viewpoint, perceived the Interdependents 
in more positive terms. This identification of the middle 
group, by two sets of persons with different viewpoints, is 
ae GCOGmingd ication of its presence, Status, and actions. The 
group and its activities were described in a range of ways 


which support the theory. 
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CHAPTER 6 
DATA ANALYSTS IT: THE INDEPENDENT CATEGORY 
This chapter examines the evidence on the Independent 
class of staff. The main Section of the interview schedule 
pertaining to this group of staff is Section 4 but there. are 
important questions in Sections 3 and 5. 
SECTION 1. LEADER'S DEPENDENCY 
There were some signs in this Section that a distant 

out-group was both present and active. Twelve respondents 
made reference to a group of this type, two of them on two 
occasions. A few of these kinds of responses Iimdicating two 
polar positions have already been mentioned in Chavcer 5. 
The fixed nature of the out-group opposition was evident in 
most of these responses. They came mainly from questions 1 
eles PAG 

There are a few rebels who oppose for the sake 

of opposing (Number 142). 

There is one group on campus you could depend on 

to take a view in opposition to administration 

(Number 129). 

Some individuals oppose all the time (Number 


161). 
some oppose on principle (Number 196). 


Reference to fixed opposition by an out-group was made in 
section 1 of the previous chapter. The two senior 
administrative officers freely acknowledged the phenomenon: 
In certain areas there will be a pre-determined 
response (Number 111). 
It is predictable as far as those individuals 


who would take a stand against administration 
regardless of what. There are individuals we can 
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identify and predict because of certain action 
taken by administration (Number HL A7i)) Le 


The term "rebels" was also used by another respondent, 
Number 145. Signs of alienation of one group of staff are 
apparent in these responses. Comments which linked the 
middle and an out-group were given by one person at question 
4 and by another at question 3: 

He does not have to worry about the middle but 

there are a few individuals he will have to 

confront (Number 189). 

The third group is very vocal but those who are 

that way get shot down. They are in hot water 


but that has the effect of keeping the others 
quiet (Number 125). 


Comments of this kind which mentioned the normal curve as an 
indicator of three groups, were recorded in Chapter 5. 
Summary Note. 

The first section produced some indications of the 
Independent group even though it was really designed to 
investigate the presence of another group. The above 
comments have to be considered in the light of the staff who 
did not perceive polarization and groups in Section 1. 

DEPARTMENTS AS CATEGORIES OF STAFF 

Allegations of unevenness in allocations to Departments 
coupled with a variation in the influence of the Departments 
on the Principal were apparent from the first interviews. It 
was claimed by both members of Beta Studies and other staff 


that this Department was enjoying a period of attention and 
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extra expenditure. There were also some claims that the new 
Department of Kayvee Studies was low in influence and that a 
clique of the traditional Departments was very influential. 

The lack of co-operation from the staff in Gamma 
Studies has already been noted but it was not apparent, till 
four days of interviewing had taken place. It appeared to 
the researcher that a possible explanation for this low co- 
operation may have been that the researcher was perceived as 
the "Principal's man" on the first day. Thus the staff of 
Gamma Studies were expressing antagonism towards the 
Principal by not participating in the interviews. It appears 
to be an example of protective forgetting. In addition the 
Head of Gamma Studies was readily identified in the follow- 
up interviews as a rebel. 

Probes were inserted at certain points with suitable 
respondents to test the possibility of Kayvee Studies or 
Gamma Studies acting as an Independent group. The first of 


these probes was in Section 2 of the schedule. 


SECTION 2. RELATIONSHIP WITH LEADER 
In Chapter 5 it was pointed out that twenty-five 
respondents perceived the distant group of staff. Apart from 
size only a few ccmments were made which added to the 
identification of the Independent or were otherwise of 
significance. Two persons associated confrontation with the 
distant group but one felt that it consisted of people who 


were, "not involved, stand-offish." Thirteen persons 
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described the size of the group in terms such as "small," 
"very few," or "10%," but nine respondents claimed that the 
distant group was large. Five persons saw it as the largest 
group on campus, others as the same size as the middle 
group. The extent to which this reflects a reaction to 
authoritarian practices and successful influence attempts by 
certdin active out-group members is not clear. Four persons 
who saw the distant group as very large, also described a 
Small "radical" or "ultra" group within it: 


I see one more category, the openly hostile 
(Number 116). 


Respondent Number 129 stated that one Department fitted the 
description of distant as given in question 5 (c) and that 


this Department was in opposition to the Principal: 


I think it could very well be that the rest of 
the instructors take their tune from the head of 
the area. 

Interviewer: Would you care to identify that 
area? 

Gamma Studies, I don't know whether or not it's 
a deep-seated conflict between the Head of Gamma 
and the Principal or they are really at odds in 
their ideas of what is required here...there is 
going to be an explosion some day and it worries 
me. 


At the same question, Number 106 described: 


eeedirect opposition on certain issues and over 
specific programs or Departments. 
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He described a particular instance of difference of opinion 
between the Principal and the Head of this Department in 
regard to one progran: 

Interviewer: How constant is this? I an seeking 

Situations where constancy exists. 

Yes, I would think there is constancy and in 


particular it is over this program in Gamma 
Studies. 


At question 6 only three persons perceived distant 


persons aS a group in the cohesive sense, 


There was good evidence in this Section to support the 
existence of a distant group of staff in Threat relationship 
with the Principal. There was also evidence that this group 
was in conflict with the Principal. The size of the group as 
given in the theory was verified to some extent. There were 
Signs that one Department was serving the Independent 


function. 


SECTION 3. REWARDS AND THEIR ALLOCATION 
In Section 3 there were many indications of 
preferential allocations to particular groups or persons and 
a considerable number of references to persons or groups 
against whom there was discrimination in allocation. Most of 
the latter were at question 16. Apart from the Departmental 
_Teferences, only five other instances of discrimination 


could be recorded at questions 9 or 10. Examples of these 
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kinds of responses are as follcws: 


Them that's got gets. The ordinary teaching Joe 
doesn't get much of a chance (Number 142). 
There's some discrimination against those 
further down (Number 17(). 

If I want to go to a day conference and the 
administration does not want me to go, they will 
say, “No money!" but, if one guy applies and 
they want him to go, they will find the money. 
Interviewer: Why do some people not lobby for 
funds? 

It's fear. If they fight the admin. decisions 
they may come back at you next budget. It's all 
very subtle (Number 162). 

Some of the more popular programs are getting 
Support over others that are not powerful. 
Interviewer: Would Gamma Studies perhaps be a 
neglected area? 

Yes (Number 137). 


Informant Number 145 described a situation of three persons 
on the staff applying for study leave. All of them got it 
but two got most of their salary with it and one got one 
thi cd: 

He had as good a cause or better but he wasn't 


as close to the people with the funds...the 
rebels don't get the same sort of treatment. 


At question 14, twenty respondents claimed that there 
was a relationship between closeness to the Principal and 
allocation of resources and nineteen of these claimed that 
the distant persons were getting less. Thirteen stated that 
the two factors were not related. The remaining replies were 
indeterminate. 

The relationship was expressed in a number of ways. If 


it was not clear that they indeed meant that distant persons 
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were getting less this was verified: 


The distant people are not getting as much 
(Number 142). 

The closer to the Principal the more he 
understands your concern and the more likely you 
are to get it (Number 150). 

You must know the system and the personalities 
involved...the distant people don't know the 
system (Number 116). 


Five of the twenty qualified their remarks by stating that 
large scale differences did not exist. Number 145 was one of 
these and he further qualified this statement by noting 
that: 


The radicals may be given some things to shut 
them up. 


There were four allegations of low allocations to Gamma 
Studies at this question. Numbers 103 and 105 named and 
rated the Departments: 

Beta Studies are getting, Alpha Studies are 


getting but Gamma Studies and Kayvee are not 
getting (Number 107). 


Number 105 claimed it was only Gamma Studies which was 
deprived. Number 144 described allocations to Gamma Studies 
as, “played down to some extent" and Number 106 confirmed 
the point quoted above by stating that allocations to Gamma 
Studies were "restricted." In addition, Number 190 claimed 
that Gamma Studies was the distant group. 


Matrix I and Matrix II clearly had different viewpoints 
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on allocations. Respondents 137 and 142 as quoted above are 

typical of Matrix I. The Matrix II approach is as follows: 
I don't think the administration has said 
consciously or unconsciously, "There are the bad 


guys and the good guys, and the good guys merit 
an undue allocation of resources (Number 111). 


The difference was particularly marked in question 14 but it 
Was apparent in’ the* Other gquestions/an®this’ Sectionv "only 
two Matrix II persons as against twelve Matrix I were 
included in the nineteen who perceived low allocations to a 
distant group and for one of these it was a mild difference 
only. On the other hand ten of the thirteen who rejected the 
idea of a relationship were in Matrix II as against only one 
ine ta crix A 

There were important implications in this Section of 
the type of pattern of allocation which fits the theory. The 
distant persons were getting fewer resources. One 
Department, Gamma Studies, was identified as having the 
Independent type of allocation to some extent. 

SECTION 4. CONFLICT 

Only five persons felt that the conflict at Warriston 
was severe and four of these were in Matrix I. Most felt 
that conflict was moderate or minimal. The spectacular 
examples of the Matrix positions stood out. Number 133 could 
not, “remember any burning issues." Number 125 described a 


number of examples of severe conflict adding that, "it could 





ror a U 





7 


ats evods fetomp as Sef bas VET atrabnoqaak secortsx0l 


‘awolfot as ee dosotegs TE Mesa oat aE Be aeeN co Lsdig¢? = 


bisa ast ootrsTetekabs ef) Seba? ti 00h FT 

bed eft sap SretT" ,yPaeotsenooap i 8 og ee 
thagu ayup fooo aty Base ,ayep Doog + brs ayue 
(thi sedeul) we0desaess Zo noltsooils submu iS 


tnd at wott+eonp at bolaten elaieleoisasq Bay some 1ettts oa? 
sgoreos? sts nt seo kssenp tet7o eity wt sas saqqe 25y 
ctew I xiate* eviews sehieps as aneeaeq ITT xiavsec ows 
n* ageltsvoliz wot hevisozeq ony qoosonin ett mk babe fat 
anastettif HbLim s sev ¢t seeds to eno “rol bas quot tista tb 
att hatnaeter onw aestard? ea? Fo ane Seed retto sd ao .yino 
mo yine santeps 28 TY eiaveM ak opew qhdanoissioe2r 6 To BebE 
.T nkvieM at 
etob vganape 

tO noOttoe? eids ar anorrsotiqaul tustroams szow o7edT 
aT .¥2oOent oft atk? dobde wottsoolis ge atadts9 2° oqyt ont 
orf ,@eamoaes Tews? geirwep atey ano ereq sunsets 
ef? ptived as Aeitit¢seht zew .Rebbeoe samsd , 2contas7ed 


,Jmetxe eace of pottsoolls Yo aqys taehaeqehat 
ig (ees Degen 
> Wh 


¢ 
‘ é 






102 


get quite bitter." Eight persons indicated that the conflict 
was vertical and none that it was horizontal. 

Responses to question 16 showed the authoritarian 
nature of the administration and this was reflected strongly 
in the rest of Section 4. Question 16 also directed 
attention to certain conflicts involving student Se in 
which a staff member had supported the students strongly in 
opposition to the administration. eee 176 mentioned the 
conflict area by making reference to the extra-curricular 
appointment of editor to a Warriston publication. Without 
specific probing five other persons identified this 
activity, and the individual who carried it out, in 
questions 19, 21, 24, and once immediately after the 
interview was over in informal conversation. In the few 
second interviews in which the identity of Independents were 
sought the same person was immediately identified in all 
cases. This person, Number 125, was one of the sample and 
the second last person to be interviewed. 

At question 17, twenty-seven respondents stated they 
Saw a pattern in the organizational conflict; five stated 
that they did not see a pattern. The rest of the responses 
were indeterminate. There were indications that the pattern 
was strongly established; 

At times its God-damm boring (Number 112). 
Same people, same issues (Number 190). 

It is repetitive (Number 176). 

Regular disagreements and they are not 


resolved...it gets to the point that you know he 
is going to say something. You know you are not 
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going to like it (Number 162). 
The regular teachers versus the administration 
(Number 137). 


Apart from this last one there were only a few other signs, 
at this question, that the conflict was vertical. There were 
also a few who maintained it was horizontal. 

At guestion 18, twenty-eight respondents saw conflict 
to be between different levels of staff on a regular basis 
or constantly. Three persons stated that conflict was more 
usually between persons at a horizontal level and the rest 
of the responses were indeterminate. The way in which 
conflict was described between different levels of staff 
varied from milder terms such as, "a fair bit," "quite 
frequent," to "very frequently," and: 

That's the biggest disagreement. Staff as a 

whole really get along but there's a big 

disagreement there (Number 165). 

Very frequently in the last year, the 

administration, teachers, Assistant Department 

Heads, Department Heads, have had lots of 

disagreement over many, many, many, issues and 

the feeling has not been a good one (Number 

TEE 

Very frequently ... others are occasionally 

involved but the heat is usually found around 

the distant person (Number 150). 
Unfortunately the opportunity was not always taken to get 
the persons who perceived regular conflict between different 
levels to relate this to the distant group. Eleven of the 
twenty-eight were asked about this and nine of then, 


including the one mentioned above, did relate the constant 


conflict to a distant group: 
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Yes...that group, everybody knows who they are. 
I don't think they affect the bulk of the staff. 
They're not influential (Number 193). 


There is evidence again that the Matrix I persons have 
a conflict view of the organization as all of then, except 
one, perceived regular vertical conflict whereas five of the 
Matrix II persons gave indeterminate responses or perceived 
horizontal conflict to be more prevalent. 

Eighteen informants stated that informal sanctions 
could be, or were, used at Warriston against troublemakers. 
Fourteen said it did not happen and five gave answers which 
were indeterminate. A few of the eighteen perceived these 
sanctions to be happening rarely or in mild forms but most 
replied in stronger terms: 

Yes, it happens. In fact it's quite predictable 
that if you disagree very strenuously with what 
the Principal is trying to do you will probably 
experience some retaliation at some point in 
some way (Number 197). 

I am sure there would be some kind of subtle 
reprimand (Number 189). 

It's used estensively (Number 196). 

I think this happens ... it's very much in 


evidence. What is noticeable is what isn't done 
for them (Number 172). 


The subtle nature of the informal sanctions was apparent in 


quite a number of replies apart from one or two given above: 


The Principal is going overboard not to appear 
to be doing that sort of thing (Number 142). 
Things would not be done to him but things would 
not be done for him (Number 165). 

A withdrawal of support by administration 
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conveniently forgetting their legitimate rights 
of service (Number 196). 


All of the Matrix I persons except five were included in 
those who saw sanctions at work. Only two Matrix If 
respondents felt that informal sanctions were at work and 


they replied in guarded and cautious terms: 


Maybe once or twice (Number 117). 

Oh! I, hmmm... have to feel that this has 
applied in one or two instances since I've been 
here .... that they got the Message. Ah 2. <. 
there's probably no specific actions that were 
taken, ... that could be taken to give them the 
dirty jobs ... like inferior time-table, 
Interviewer: What kind of actions were taken? 
Hinting that it would be better for all if they 
complied? 

Maybe the word is, "innuendo" (Number Ae 


There was quite a bit of stalling or hedging at this 
question in other replies of Matrix IT persons. Three of the 
fourteen who were considered as not seeing informal 
Sanctions really gave contradictory replies: 

Common sense will prevail ... some individuals 

make asses of themselves and the staff will 

speak to them. 

Interviewer: Does this mean sanctions are at 


work? 
No, I don't see it (Number 163). 


Apart from "innuendo" and the withdrawal of support apparent 
in the response of Number 196 as given, twelve further 
respondents gave examples of informal sanction. These 


included the denial of conference funds, assignment to worst 
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teaching times, reprimands of verbal and written Kinds and 
even the denial of teaching equipment. Withdrawal of 
Support, the convenient overlooking of help when it was 
required, emerged as a most important sanction at Warriston. 
The examples included one reference to specific action taken 
against Gamma Studies and one reference to Specitic action 
taken against Number 125. Number 125 gave four instances of 
actions, which he claimed were taken against him. These were 
very detailed accounts involving administrative and staff 


actions and interactions: 


This year we were asked to start a staff 
newspaper. I was asked to be the editor of the 
paper and I happen to be identified as one of 
the radical element on the college. I started 
discussing some issues in the paper and T 
approached staff members to solicit their 
Opinions and what have you. I got real negative 
response. A lot of people were scared to even 
reply or anything else and the newsletter dealt 
with some issues of concern, you know, obviously 
areas of conflict within the college. 

Well, a number of staff went complaining to 
the administration. They said that the newspaper 
Should not be run that way. The Principal went 
to the president of the Faculty Association to 
get feedback on what they felt the paper should 
be doing. A vote was taken and the Faculty 
Association supported the paper the way it was, 
so, the administration was caught in a bind as 
they were hoping to use the Faculty Association 
to curtail the paper. They couldn't do it, so, 
the other result is that they turned round and 
relieved me of the job of editor and the paper 
did take a change about in terms of its voice 
but they couldn't do what they wanted to do, - a 
heavyeee 
Interviewer: You regarded that as some sort of 
sanction, I'll assume, because you enjoyed this 
work? 

Well, they tried to do it as a formal thing , 
initially and when that didn't work they just 
eliminated me and put in someone else...0.K., in 
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the long run how its caught up with me is that 
when I asked in the Spring for certain things, 
you know, like to go for a conference, I was 
turned down. 


Later, he elaborated on the conference: 


I had a chance to go to a conference in Halifax, 
on Indian Rights. It wouldn't have cost the 
college a cent. Indian Rights would have paid my 
way to it. Normally they give other instructors 
time off with salary as a P.R. gesture for the 
college. © was told, “Tf you want to do it, take 
holiday time and do it," and that's what I ended 
up doing. 


Another incident involved a claim of withholding teaching 
equipment by the administration. In all four accounts there 
were many indications of strong alienation. This is readily 
detected in the one given above. 

The inclusion of the informal reprimand or "speaking 
to" as an informal sanction is problematical as it depends 
on how it is delivered. Some respondents referred to 
reprimands at the level of "a chewing out" but other cases 
were clearly of a much milder and advisory nature. 

The following are some replies of those who did not 
perceive informal sanctions to be at work: 

Itve never known any case. Management is often 
not strict enough or strong enough (Number 161). 
I know a radical but I've heard no complaints 
from him about sanctions (Number 133). 

No, but...there are people they would like to 
deal with (Number 146). 

I think they would be more frank. They would get 


the cards on the table and not beat about the 
bush (Number 122). 


vor 2: St) Va 


ted? nb an dote oe spo ath wom au enol eddie! 
pee eieerep Tod pakwe? odd of Hegee I nonw 
age fT ,govetekte0D 6468 Of of SHEE ywous pay oe. 
‘ snwob bens? 





4 e 


i | , 
ooemsebhen ods ie Weiewedala GA a 


-estiis af oouve tet tem p iOF OD OF SDARAD 4 Bea gy 
af? tacv. sved ¢ rBLwow 27 .238Gke asthat ao 

» hag, awed Picew pogebhe AbLOET oie & epeiioa 
nofsvitsel steite evip yous yilengoe «it oF Yan 
of* tot execeeb fv & ee Eretsee AotW 32a Sars 


bes ti ob of tony o@y FI” , Biot eawot .spaitos | 
hots TC Jey ate edt Bee dk Ob Bas ge? vebeiad | ? i 
~perioh gg . 
~ | | 
isnot patbioddgky Ye asia & Seovidvak Seebiont ted7ock ? 
44 2dnveoos, teed tie al .solbdamveininbs O82) 9a Iaeeqtepe — ' 
vithse2a ei LAT .aoistedtetle pwede Yo enoOfstaribal yasa esov | 
evoas nev Ip evo aft ak betosteb a 
pHLeeseac®’ wD tremiseay LatwoTad eds to nOosenLlont odT ae 
2hioegeb ti ab leni¢smalidoig ef achtonee ine yain£ 16 6 "ot - 
9+ bagysiex atnahaaqgass e208 sborevitoh si 42 vot no . 7 7 
sensed Apdto toa tne etiwotd oe” %O -ovet edt te ebapmirqeys 
Staten grmozivhe hao xo hm darn i. 30 yiasels 914W : 


jon Gt ofv Sandy 2 anbizes. onan etm patveLion me 
“@, @ | - 
pity 0 ada : 6 


_ 


ye. ioe im : ey Cen 





108 


No...Sanctions are very difficult...it would 
only be token (Number 176). 


Number 176 and Number 111 who were quoted earlier at this 
question, are giving the administrative point of view. 

At question 20, thirteen respondents linked high | 
disagreement with a distant group of staff and low 
disagreement with a close group. Two others associated high 
disagreement with the distant group but did not perceive 
closeness and low disagreement to be linked, and four others 
perceived only the closeness-low disagreement state. Two 
responses were against the expected direction on both 
factors. Six claimed that there was no relationship and the 


rest were indeterminate, 


NONREALISTIC CONFLICT 
In the first quotations in this Chapter there were 
several indications of nonrealistic conflict, the rebels who 
oppose for the sake of opposing. There were nine other 
scattered references which suggest that nonrealistic 
conflict was at work. A clear case occurred at question 19: 


We've got a member who likes to stir and the 
Principal bites (Number 190). 


The member in question was later identified as Number 125 
through mention of his qualifications which were unique at 


Warriston. There was another very similar statement from 
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another respondent. The other references did not necessarily 
refer to the out-group of the theory. 
Some things are escalated beyond all 
proportion...vindictiveness results (Number 
196)". 
He does things that antagonize the whole staff. 
He bawled out the entire staff because a few did 
not show up at a staff meeting and then at the 
next meeting he did not show up (Number 190). 
i haven't received a memo for ages...its almost 
like he picks on certain groups (Number 116). 
Some individuals at the opposite end have a 


negative influence. The Principal heads off in 
the opposite direction (Number 145). 


In response to question 24 on variation in formal 
communication Number 129 stated: 
A fair amount and it's not awfully good...people 


affected cften don't get communications. It 
happens so often that it cannot be an oversight. 


One or two of these examples such as the reference to 
vindictiveness, and, opposing for the sake of opposing, were 
clearer indications of the presence of nonrealistic conflict 
than others. Almost all of this kind of information was 
provided by Matrix I persons. 

There was good evidence in this Section of the use of 
informal sanctions against persons of the type described in 
the theory. One individual, Number 125, clearly emerged as 
an Independent at Warriston. Conflict was shown to be ina 


pattern. Distant persons were perceived quite frequently to 
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be in high disagreement with the Principal. There were some 


indications that nonrealistic conflict was at work. 


SECTION 5. COHESIVENESS 
Apart from question 24 this section was not designed to 

obtain evidence on the Independents. There were four 
indications at question 21 and two elsewhere to the effect 
that an out-group was active and could hold its own in 
conflict situations: 

They do have an indirect way of forcing him to 

take a position which may be untenable (Number 

Ars 

They are harassed but they are a very strong 

group. They can stand very much on their own 

(Number 123). 

-+-they make their views known and sway people 


and sometimes the administration has had to back 
up. They are astute and active (Number 116). 


At question 22 the attention of respondents appeared to have 
been focused on the influential group and it is possible 
that the question did not deal effectively with the 
cohesiveness of the distant group. Almost all respondents 
felt that both of the polar groups were not cohesive, Only 
three persons specifically mentioned the distant group as 
cohesive, 

Twenty-four respondents claimed that there was quite 
high to high variation in informal communication with the 


Principal but again the question did not reveal anything of 
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importance in regard to the distant group. There were seven 
indeterminate responses so it appears that a pattern of 
informal communication was at work. 

The level of formal communication was perceived by 
seventeen respondents to vary in a marked way. Fleven 
respondents claimed there was no variation or only slight 
variation and the other responses were indeterminate. Ten of 
the seventeen respondents related the high formal 
communication readily to a constant "paper battle" situation 
involving the administration and distant persons. Three 
other persons who only perceived a low level of variation in 
formal communication also perceived this constant paper 
battle state between individuals and the Principal. One 
person specifically identified one Department, Gamma Studies 
as being involved in the paper battles. The question 
generated some useful insights: 

The rebels are in a memo blizzard and there is 
only a low effort to resolve it (Number 145). 
He picks on certain groups (Number 123). 

It helps some of the distant to be distant 
(Number 150). 

The paper battle occurs to avoid personal 
confrontation (Number 196). 


It's people defending their empires (Number 
161). 


Again a difference in orientation towards the matter can be 
recognized in the last comment of a Matrix II person 
compared to the others which are all from Matrix I. A few 


Matrix II persons saw paper battles occurring only rarely. 
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Sixteen persons perceived a relationship between the 
level of communication and the allocation of resources and 
in all of these cases it was in the expected direction. 
Eleven persons dismissed the idea that communication and 
allocations were related. A few of the replies are worth 
noting in regard to the Independent group: 

Gamma Studies suffers psychologically in 
allocations (Number is be es 


The distant people are not effective 
communicators (Number 189). 


Matrix II persons tended to see no relationship and also to 
emphasize fairness and initiative: 
You don't gain brownie points unless they are 
earned (Number 161). 
You get a good hearing when you need something 
(Number 163). 


The go-getters and the strivers get an advantage 
(Number 146). 


Summary Note 

The evidence snasicd t&s that the Independents were not a 
cohesive group of staff but there were some indications of 
conscious and co-ordinated activity. A pattern of formal 
communication as proposed in the theory was reasonably well 
established as described in this Section. 

INDEPENDENT: SUMMARY OF EVIDENCE 

One person, respondent Number 125, and one Department, 

Gamma Studies, could be identified as Independent entities 


at Warriston. Other Independent persons or groups may also 
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be present but they were not identified in this 
investigation. The evidence of an Independent departmental 
group came partially from the researcher's experiences and 
observations outside of the interviews. Thus there was a 
fairly clear case of a formal group of college staff acting 
aS a group as posited in the theory. The group identified as 
rebels also fitted the Independent description very well and 
indeed, Number 125, was named as a leader of rebels. Other 
terms of grouping used by respondents, such as the new 
academics and younger staff show staff divisions but they 
were not the divisions of the theory. 

The kind of allocation to the Independent, Fstablished 
Rights only, was not clearly described and identified by 
respondents as associated with the group. Rather, it was 
quite strongly suggested in the data that this applied. The 
Threat relationship was clearly in operation. This was 
Supported by the presence of informal sanctions, high 
conflict, and high formal communication in the group. 

The Independents did not constitute a group in the 
cohesive sense. The two Independent entities were faicly 
distinct and separate and it was not known whether or not 
Gamma Studies constituted a cohesive group in its own right. 
The Independent at Warriston was a type of organizational 
unit rather than a functional cohesive group. There was some 
evidence that the size of the Independent units or unit fit 
the theory. 


There were more limited indications that the properties 
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of alienation, encouragement of instability, and 
nonrealistic conflict, of the Independent, were also in 
operation. 

One section of the respondents, Matrix T persons 
claimed much more frequently and strongly, that informal 
sanctions, high conflict, and high formal communication, 
were present in association with this type of Stati; ithan 


another section of the respondents, the Matrix ITI persons. 
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CHAPTER 7 
DATA ANALYSTS III: THE DEPENDENT CATEGORY AND FINAL ASPECTS 
OF ANALYSTS 
The evidence on the Dependent group of staff is 
examined in this Chapter. The main Sections of importance 
for this group of staff are Section 3 on resources and 
Section 5 on cohesiveness. There are also some concluding 
matters of evidence concerning the whole model. 
SECTION 1. LEADER'S DEPENDENCY 
Reference has already been made to polarization and 
divisions which were detected in this first Section. There 
were six specific references in this Section to a group of 
staff closely aligned to the Principal. This was expressed 
as a traditional or conservative group as opposed to younger 
teaching staff. The claim of a traditional discipline clique 
was also made quite frequently in later questions: 
The Principal is with the traditional clique 
most of the time (Number 135). 


There is a slight division - the traditionals 
versus the new academics. (Number 181). 


One respondent claimed that the Principal was more 
dependent on a close group of staff rather than a middle 
group. A senior administrator referred to staff loyalty: 

I have people who trust me amongst the staff and 


express matters of concern that they see..."Can 
you intervene?" (Number 176). 
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There is an indication here of persons close to the 
administrative apparatus but not high in the formal 
hierarchy. 

There were several references in the first Section and 
again later to the Principal as a very isolated and 
authoritative leader: 

I am not sure he is dependent. He is a faa rly 
strong individual and can stand up with a 


minimum apparent backing from anybody (Number 
15:0))o. 


There were a few indications in the first 2eCctLontof 24 

Dependent group. 
SECTION 2. RELATIONSHIP WITH LEADER 

Twenty-eight persons readily identified a close group 
of staff at question 5. The others except one, Number 133, 
could not be interpreted so that there was only one outright 
claim at question 5 that the close group did not exist. 
Again there were a few references to the close group being 
the small clique of traditional subject areas and one to, 
"the administration favouring Beta Studies at present." 
Nineteen of the twenty-eight gave the size of the close 
group as "few," or "very few," and this includes one reply 
of "15%," but all of the rest were in the first two terms or 
very Similar ones. Of the remaining nine persons who 
perceived a close group, one saw it as the largest group, 


two saw it as the second largest, one as "quite a lot," one 
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as "25%," and four did not give the size. 

Two persons specifically mentioned that the close group 
was the clique of the traditional disciplines but one of 
these is Number 135 and he stated this several times in the 
interview. 

Only five respondents perceived the close persons ie be 
a cohesive group using terms such as "qa core, or “they 
Stick together." Twenty-three did not perceive the group to 
be cohesive. 

The Dependents were readily perceived as a group close 
to the Principal in this Section. The size of the group 
matches the theory but it was not seen to be a group in the 
cohesive sense. The reference to one Department, Beta 
Studies, getting more resources is Supported by other 
references in Chapter 6. 

SECTION 3. REWARDS AND THEIR ALLOCATION 

As already noted questions nine and ten must be 
considered together as they did not function well as 
separate questions. They did produce a lot of evidence on 
differential allocations. Matrix 1 persons who recognized 
preference tended to emphasize favouritism or patronage, 
Matrix II persons either did not recognize differential 
allocations or, if they did, they also recognized 
initiative. There was wide recognition of differential 
allocation. Nine persons associated it with initiative, 


fourteen with favouritism, and one with both inasmuch as an 
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element of favouritism was recognized. 


The Matrix IT stance is considered first: 


You put up a good case and you epee Miia eed Sig 
demonstrated need...they are meticulously fair 
(Number 129). 

Conference funds are fairly distributed. Those 
that wish it, seek it, strive for deters COSC 
willing to put themselves out, will get a good 
hearing (Number 163). 

A matter of initiative, simply initiative, just 
that (Number 133). 


The first remark does not indicate differential allocation. 


Similar ideas were also expressed in less glowing terms: 


If you are really close to the person you want 
this favour from you have a better chance of 
getting it ...you've got to push around or 
you're not going to get very much. (Number 170). 


Merit, and student and staff need were very frequently 


mentioned but a few Matrix I persons qualified this: 


There's a double standard to allocation. 
Establish the value and buddy-buddy (Number 
ace hie 

Most of the money spent is on student need but a 
small fraction is allocated on favours. People 
with control over funding stash a bit away - the 
Slush fund... it does not officially exist 
(Number 145). 


Number 162 as quoted earlier in Chapter 6, also indicated 
that the administration had reserve funds. The matter was 


recognized by one of the administrators: 


If we feel that an allocation is inadequate all 
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we have to do is explain why. Then there is one 
other thing here. If we do run out of money, and 
there is a need, funds have been held back by 
the administration which can cover these needs 
(Number 181). 


Number 181 was Head of the Department of Beta Studies. There 
were four other references elsewhere to reserve or "slush" 
funds. The matter is taken up again at question 26. 

At this point too, there were a few references to 
preferential allocation to a relative of a senior 
administrator and again this is mentioned later in the 
schedule on several occasions. This person was not 
interviewed in the Study. It was mentioned six times in ay 
without probing by the interviewer: 


You hear that "X"1 gets treated a little better 
(Number 158). 


Number 158 was an extremely cautious respondent throughout. 
This is another reference to a staff member of low formal 
rank being given preferential treatment. Number 103 stated: 


You could pick the aspiring administrators at 
the lower end. 


There was abundant evidence, both at question 9 and 


later, especially at question 12, to the effect that the 





1 The person was referred to by relationship to a specific 
administrator at this point. 


err ° v. Uy 


nM 
, a0 i 
eno 2t ated? sent s¥dw gielaxe ef eved hai / 
has ,youom Jo #axo Aer Od oe 31 Beg Fy ae ‘met a 
‘i dosed Bied need pied shoot , beam Be et s7eAr | 
shoes geedd teveo dbo daidv nok sais fabs oad 
+ (PS? szedmgm) . 





9d .esihus® stey to thetsasged oft Fe heen ene rer zedavt 
laui2"° to 9vyerer oF sagdugete essnegster 3s9d%0 wot s10" log? 

28 cnitseup *¢ gieps qu bets? ef 19726m eft sebace 

ot agooe27ehe7 wet # S9ew erent oot Fafog ordd SA° 

iese s to avisvela® A. of norssoolis 1sisnetejemg 

4+ at rater Sovottaaw BE Bide atsps fos a6textelniads 

tog #8¥ sonteq ald? ,eaekasaoo Isasvse so eigbeaice 
[In ni #eett ric beaolsoem 2e0 eT .ybute sit at howeiviesat : 
‘tews.ivgetat oft ye patdetq svotsiw 


tstied eltsvil & beteott efep *7X1" Feds Js8A Hot 
~(8ef zedmeny 


e ry, 
> _ 
; a ? a 
fucipsord? sashveqeet 2vertuso yYleReitse AB SsY ser red mow ss 
feei0t vol to 3zedeen Thats £03 ponetsten we Asons ei. ehit A 
shotete £Ot teduet ,toemtacr? Ist¥nerstezg dsvip aes Agsz _ 
7 


phere. 


. ere ee 


my ; spies” 


28 Stosarietatahs ae catch mi 






= 





120 


administration had a high level of resources at their 
command compared to the teaching staff. A few indications of 
this have already been given. The matter was particularly 
resented in regard to conference funds which some teaching 
staff claimed were scarce for them whilst administrators 
travelled around on full expenses. Staff had been told that 
they should pay a part of such expenses as they benefited 
directly: 

The administration states they would like you to 

be part of conferences but most instructors 

don't have the dollars (Number 103). 

They come out with the good end of the 

stick...the philosophy of we are here to serve 

the students has been turned around so that 


students and instructional staff are here to 
serve the administration (Number 137). 


At question nine, seven respondents claimed that 
differential allocation was associated with "asking" or "not 
asking" for resources and three others raised the same point 
elsewhere. Only one of the ten associated the failure to ask 
for resources with certain refusal. 

Question 12 dealt with a specific resource and it 
brought a different result to the other questions which 
attempted to deal with resources in a more general way. 
Twenty-seven staff stated that they could predict, to some 
extent, who would be sent to a prestigious conference. Three 
claimed that they could not predict and the rest of the 
replies could not be interpreted. In only four cases out of 


the twenty-five was the level of prediction below 5 out of 
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J0;eGaght persons gave a level of "8," "7 or 8," or "7," and 
one person gave, “very accurate." Eight persons gave a level 
of "6 or 7," or "6." The main qualification to prediction 
was that of a small number of persons who restricted 
prediction to pis top of the hierarchy. Three persons, in 
particular, claimed that they could not pick out the | 
teachers who would be sent. Some responses typical of high 


prediction answers are given below: 


I could practically tell you right on...the 
Principal, the Vice-principal, The Supervisor of 
Teaching. 

Interviewer: What about the teachers? 

Yea, there's prestige lines there too (Number 
110). 

Automatically the Principal would go...1I would 
say that I would very accurately predict them 
(Number 189). 

That's a good question. I think I could predict 
80% correct prediction (Number 142). 


Only one Matrix I person was not included in the twenty-five 
and two of the three persons who could not predict were in 
the Matrix II group. A number of Matrix II persons engaged 


in stalling or circumlocution at this question; 


T would'nt want to stake my life on who would be 
asked (Number 111). 

Tt would be handled pretty fairly...there are 
those who have established track records (Number 
USI Sh ur 

No, you couldntt...best man for the job. It 
would be unkind and probably not quite accurate 
to predict (Number 129). 


However, not all respondents who could not predict were as 
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reticent. 


Tt wouldn't be me! (Number 112). 


At question 14, twenty persons claimed that those close 
to the Principal were getting more resources. As has already 
been stated at the analysis of the Independents, five 
persons claimed that the additional resources associated 
with closeness were not extensive. 

Summary Note 

Two specific resources could be associated with 
selected persons at Warriston, going to a conference and 
slush fund. These are elitist kinds of allocations which are 
quite in accord with the theory. 

Differential allocation was widely recognized. Matrix I 
persons associated preference with favouritism and Matrix ITI 
persons associated it with initiative. 

SECTION 4. CONFLICT 

Twenty-eight staff, as noted earlier, described a 
regular state of conflict between different levels of 
college staff. Seventeen respondents linked low disagreement 
with a close group of staff. A few of the six respondents 
who did not see a relationship replied as follows: 

The close persons feel safe to agree and 
disagree. 

Interviewer: Are the close persons in agreement? 
Not always...if they were I would think it was 
queer. You have to disagree occasionally (Number 


181). 
T don't think that it holds water even though it 
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seems logical. The Principal! prefers an 
expression of disagreement (Number 176). 
The group has to support one another but they 
are not necessarily buddy-buddy (Number 111). 


There are hints here of ingratiation as there were in two 
responses in which a relationship was perceived: 
Agreement may be overt. Privately they disagree 
(Number 125). 
The close don't always agree but they don't dig 


in both feet. They're not going to be terribly 
vocal about it (Number 197). 


Numbers 181, 176, and 111, were administrators. Three of the 
six persons who did not perceive a relationship were 
administrators and five of the six had the Matrix IT 
orientation. 

The identification of a pattern of conflict is an 
important factor underlying the Dependent group. Low 
disagreement was associated with the close group of staff. 
Other than this only a little more information on the 
Dependent group appeared at this Section. A few indications 
of ingratiation appeared. Matrix II persons did not 
associate low disagreement and closeness of relationship 


with the Principal. 


1 The Principal was referred to by name at this point. 
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SECTION 5. COHESIVENESS 

Nineteen respondents claimed that different levels of 
influence existed, twelve that they did not exist or only to 
a slight degree, and the rest of the responses were 
indeterminate. Eight of the twelve who did not perceive the 
influential group at work did perceive the Principal to be 
engaged in consultation with a fixed group. All of these 
eight, plus nine of the eighteen, specified influence or 
consultation in regard to the formal group at the upper 
level of the college hierarchy but four of the eighteen agave 
no specification. 

The remote stance of the Principal is apparent in the 
humber of persons who did not perceive him to be influenced 
by a close group of any kind: 

He seems to make up his own mind. 

Interviewer: Does he consult regularly with a 
fixed group? 

It's a "beef" of staff that he does'nt consult 
anybody «Number 190). 


It's minimal...No, I don't think we see enough 
of it «(Number 103). 


Three Matrix II persons felt there was advantage and 


strength in this type of situation: 


I see no evidence of any group having any 
influence... I think that's been one of his 
assets (Number 133). 

He's not going to be caught up in situations 
like this (Number 163). 

There are some individuals who have a terrific 
amount of influence over the Principal and 
rightly so...the old instructors (Number 181). 
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Number 181 went on to name three individuals, two of whon 
were in a lower formal position than Head of Department. 

Six respondents qualified their responses on influence 
or consultation by stating that the process was really 
carried out by individuals rather than groups. Six 
respondents mentioned influence at work below the level of 
Head of Department and three of them specifically referred 
to one individual by title. This person was an old member of 
the staff in a position which had both official seniority 
and a nebulous element associated with it. He was not one of 
the persons interviewed. This evidence on persons with 
influence who were not at the upper levels of the hierarchy 
must be considered along with the same kind of material at 
question 12. There were six other scattered references to 
the same matter from five different respondents. One of 
these again specifically mentioned the relative at question 
NZ 

Ten of the respondents who perceived an influential or 
advisory process associated with the Principal, stated that 
this was a cohesive group. Eighteen persons who had 
perceived either an influential or a consultative group at 
work claimed that it was not cohesive. This strengthens the 
idea that much of the direction of the college was carried 
out by a single remote individual. Three Matrix I staff 
identified a close cohesive group around the Principal and 
also three from Matrix II. 


As already noted quite high, to high, variation in 
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informal communication with the Principal was seen by 
twenty-four persons. Six claimed low variation and the rest 
of the responses were indeterminate. Again there were signs 
of the Principal's isolation: 

He does'nt really socialize with anybody (Number. 

129). 

Hets not particularly sociable (Number 180). 

I've seen people leave the room when he enters 

(Number 123). 


He tends to relate only to one or two 
individuals (Number 197). 


Only five of the persons who perceived reasonably high 
variation in informal communication were in Matrix IT. 

One respondent mentioned that a high level of formal 
communication waS associated with an administrator close to 
the Principal. This was a case in which the administrator, 
"Just likes to use memos." 

Only eight respondents associated high informal 
communication with influence on the Principal. Twenty 
rejected the association outright and the rest were 
indeterminate. Nine responses support the view of the 
Principal as a remote independent person: 

Attempts to influence the Principal go 
negatively (Number 110). 

He stands alone but its not of his choice 
(Number 161). 

He's his own man iunber spar 


There's not a group like that (Number 106). 
Only one, the Vice-principal (Number 181). 


At the last question, as already noted, sixteen persons 
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perceived that a high level of communication with the 
Principal could be associated with a high allocation. Some 
of the respondents were referring to effective 
communication: 

Yes...1 would say so if you are particularly 

good at justifying and convincing (Number 129). 

If you can convince the Principal of a good 

idea, O.K....-I1f you need funds and have a good 


argument and some people can do this better 
(Number 158). 


One or two quotations at the same question in the last 
Chapter illustrate the same point. 
The matter of "slush" funds was again evident in the 
replies of three respondents: 
Most don't know it exists...its not put up for 
grabs so this could be associated with good 
communication (Number 162). 
eeea certain amount of money is held within the 
office as a‘sort of slush’ fund. Departments who 
are "in" get access (Number 125). 
JacLeeyou drestaliing faboutseehe hiningeymeneciits 


there seems to be a fair amount of funds with 
flexibility (Number 135). 


Prior to making this remark Number 125 had referred to the 
- administrator's relative getting, “disproportionate help" 
for such things as attending conferences. The movement of 
funds to the relative was put in a very pointed way by 
Number 106 at question 19: 

we had two support positions struck from the 


program this year because of budgeting things 
and at the same time funds mysteriously appear 


Yar ry sin ee 
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for staff development in the case of "X",1 This 
sort of thing is pretty difficult to accept. 


Finally there is the administrative point of view: 


If needs are communicated they will be 
considered («Number 176). 


In the last Section there is good evidence to support 
the presence of an influential or consultative group close 
to the Principal. In the main this was perceived to be the 
formal group at the upper level of the college hierarchy but 
it is not a group in the cohesive sense. There were also 
indications that the Principal was rather remote, even from 
this group, and that persons of lower formal rank than Head 
of Department had disproportionate influence on the 
Principal. This kind of influence implies an oligarchical 
orientation. A relationship between high communication and 
high influence on the Principal was not generally perceived 
but high allocations were reasonably clearly associated with 
high communication. Both slush funds and high allocation to 
the administrator's relative were again mentioned. 

DEPENDENT: SUMMARY OF EVIDENCE 

The Dependent allocations of Best Situational Rewards, 

and the other two types were not clearly identified in 


1 The person was referred to by relationship to a specific 
administrator at this point. 
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association with this group. However, the data do suggest a 
Similar pattern of allocation. The Integrative relationship 
was clearly associated with a certain group at Warriston but 
not a cohesive group. The lack of cohesion may be associated 
with a remote authoritarian stance taken by the Principal. 
In general the group identified in the Integrative | 
relationship was the senior administrative staff of the 
college but a few others whose rank was not particularly 
high, also appeared to have a Similar kind of relationship. 
Thus the top echelon of the college hierarchy does not 
represent the Dependent group. The evidence on one 
Department, Beta Studies, acting in a Dependent role is 
inconclusive. Other groups mentioned by respondents, such as 
conservatives and older staff, do not appear to fit the 
Dependent description. The size of this group matches the 
size proposed in the theory. It was reasonably well 
confirmed that low conflict and influence on the Principal 
were associated with the Dependents. It was also found that 
a relationship existed between high communication and 
influence on the Principal but not high communication and 
the allocation of resources. 

There was more limited evidence on a number of other 
matters. It was claimed that a slush fund operated at the 
college. The manner of operation is in accord with the 
theory. A few persons of relatively low formal rank can be 
associated with some of the Dependent descriptors. The 


finding in Chapter 6 that the Head of one Department, Gamma 
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Studies, appeared to be an Independent means that all of the 
Heads of Department do not have the same Classification in 
the tripartite theory. Preferential allocations to one 
Department, Beta Studies, was suggested but it is not known 
whether or not other aspects of the Dependent were 
associated with this Department. 

The Matrix I persons viewed preference in allocation to 
be associated with favouritism but the Matrix II persons 
Claimed it resulted fron initiative. Matrix IT persons did 
not perceive preference as frequently as Matrix I staff. 

Two persons, Numbers 111 and 129, can be identified as 
Dependents at Warriston. Both of these persons are senior 
administrators. Several others such as Number 133, could be 
suggested as being Dependents but part of the information 
needed for confident identification is not available. Por 
example, Number 133 fits most of the Dependent descriptors 
but his influence on the Principal is not known. The 
administrator's relative could also be suggested as a 


Dependent. 
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FINAL ASPECTS OF ANALYSIS 

The main statements of evidence have been given but it 
is now desirable tc consider three further matters relating 
to the evidence. These are, a re-examination of Matrix TIT and 
Matrix II, a note on language in the categories, anda 
statement of interlocking aspects of the model. 
Matrices I and II Reconsidered 

As far as the two points of view apparent in the 
Matrices are concerned it may be accepted that there are 
large stocks of beliefs which individuals simply take over 
and use at their convenience (Gibson, 1960:78). It is, 
however, pertinent to consider the authenticity of the 
responses and respondents in the Matrices. In both cases the 
visible spectacular examples may be regarded with some 
reserve. Number 133 of Matrix II, demonstrated problem 
denial, a mechanism of defence and Number 125 showed 
considerable resentment against the college administration. 
Career involvement is a recognized barrier to spontaneity in 
communication and it is guite evident in the material that 
this was in operation in many Matrix II responses. A 
tendency to stalling and circumlocution at some questions on 
the part of Matrix II persons was also evident. This was 
particularly noticeable at question 19 but it occurred 
elsewhere. Although it is not apparent in the responses 
quoted, Numbers 129 and 176 had a tendency to contradict 
themselves in questions dealing with allocations. Number 176 


even exhibited a certain amount of trauma at one point as he 
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apparently noted unevenness in allocations at the college 
for the first time. It may be argued that exasperation with 
the administration on the part of Matrix I persons 
constituted a barrier to authenticity. However, in spite of 
possible exasperation, almost all of the Matrix Tf 
information was given in a calm and apparently thoughtful 
manner. Their statements are coherent and cohesive 
throughout. The Matrix IT persons come closer to Osborn's 
"scientific, illustrated, rational testimony." They gave the 
impression of having made an adaptation to an authoritarian 
Situation and of having gained insights in the process. If 
this is the case, more weight may be attached to the Matrix 
I responses and this strengthens the evidence in support of 
the tripartite categorization of staff. 
Language as an Indirect Indicator of Categories 

A note may made at this point on language in the 
Matrices. Birk and Birk (1972, 11-12) state that one of the 
intentions of communication is to persuade and convince. It 
appeared that persons in both Matrices engaged in this in 
some questions and these responses sometimes revealed a 
particular use of language. The Matrix persons appeared to 
be aware of the point of view of the persons in the other 
Matrix and they sometimes used terms of dispargement to 
refer to it. A "goodie-bag" of resources was denied by 
Matrix II but claimed to be in existence by Matrix I. 
"Tittle-tattle," "getting shot down," can be contrasted to 


"trust," and "innuendo" as a sanction in Matrix II 
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discussions of the same or similar processes. Most of these 
examples are from the few respondents who have been placed 
in one of the three categories. It may be the case that the 
categories of staff have a fairly fixed set of terms which 
they use to justify the actions of their own group and 
discredit the activities of the other group or groups. 
Interlocking Propositions 

The most important anomaly revealed in the model at 
Warriston is that the Dependent and the elevations 
categories did not appear as cohesive groups. Other than 
this there is a lot of direct and indirect support for the 
theory. The fragmentary evidence, including statements which 
turned up without specific questions, provide traces which 
constitute additional interlocking propositions in support 
of the main clusters of information on the theory. The staff 
at Warriston appeared to know who would be in conflict with 
who and who would not participate in that conflict; who 
would be sent to a prestigious conference; who would be 
subjected to informal sanctions; the way many of the 
resources would be allocated; who had influence over the 
Principal and who had little or no influence; or, it may be 
said that they had fixed ideas on these things. 

These interlocking propositions suggest that the model 
is a complete entity. It is doubtful if other categories of 
staff could be admitted without major disruption of the 


theory, although sub-categories are quite possible. 
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CHAPTER 8 
RECOMMENDATIONS 

This Chapter deals with the final matters of the study. 
An evaluation of the schedule is followed by an overview of 
the study which includes a summary of conclusions. The 
conclusions are presented in a manner which attempts to scan 
the whole model and identify areas which have been verified. 
There are two important matters in a short concluding 
discussion and a statement of recommendations. 

EVALUATION OF THE INTERVIEW SCHEDULE 
Leader's Dependency 
Question 1. 

This was a useful introductory question. It caused 
respondents to reflect on divisions within the staff and on 
different attitudes within it towards the administration. 
Questions"2, °3) <and 4a¢ 

These questions constitute a set dealing with the 
identification of a middle group of staff and the degree to 
which the Principal was dependent on this group. They were 
very effective questions though question 4 did have a rather 
high number of indeterminate responses. The Interdependent 
group was more readily identified than had been expected and 


this may have been a result of these precise questions. 


Question 5. 


This question was also answered very readily by many 
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respondents. It did have quite a high number of 
indeterminate responses and it was essential for the 
interviewer to emphasize the second part of each of the 
three descriptors. A few respondents interpreted “exchange" 
as exchange of conversation. The question is also direct and 
suggestive. 

Question 6 

This was a useful question to provide initial 
information on cohesiveness. 
Question 7. 

This was the first "anchor" type question which 
attempted to relate two factors of the model. At least one 
of these factors was always either relationship with leader 
or allocation of resources. In general these important 
questions were not particularly successful as the number of 
indeterminate responses tended to be high. They were 
probably too demanding on the respondents. Question 7 may 
have been simplified by referring more directly to a middle 


group of staff. 


Section 3. Rewards and their Allocation 
Question 8. 

The approach to investigation of the categorization of 
resources was not successful. This applies particularly to 
questions 8 and 11 and as a result of this question 13 was 
also a failure. The respondents did not perceive three 


categories of resources but only a small number rejected the 
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idea that resources fell into categories. In addition one 
particular resource, nomination to attend a prestigious 
conference, was clearly seen as being applicable to certain 
persons. Alternative means of questioning can be considered 
in this important area and these means include: dealing with 
a few resources and asking about who gets them and who does 
not get them, describing the categories of resources and 
asking about their applicability, providing a written list 
of resources and giving respondents time to reflect on their 
relative importance and possible groupings. 

There was a tendency for respondents to give too much 
emphasis to material resources in all guestions which dealt 
directly with resources. 

Questions 9 and 10 

These questions were dealing with very similar things. 
The basis of allocation was generally apparent from question 
9. 

Question 12. 

This question immediately caught the attention and 
interest of most respondents. The level of prediction was 
higher than expected and the responses constitute a 
qualitative indicator of a more important phenomenon which 
was hidden to some extent. Respondents could also be asked 


who would not be sent to a conference. 
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Question 14, 
This was the most successful of the anchor type 
questions but it did not reveal a middle level of 


allocations. 


Questions 15 and 16. 

These were effective introductory questions to conflict 
on the staff. It is important to be sure that all 
respondents were referring to conflicts of some significance 
in the later questions of the Section. A weakness in these 
two questions, and in the next two, is that they do not 
distinguish between overt and covert disagreements. 

Question 17. 

This was a useful and successful question. 
Question 18. 

This was a useful and successful question. A probe 
could be considered to make direct reference to distant and 
close groups of staff. 

Question 19 

Like question 12, this question was obviously of 
immediate interest to most of the respondents. It was a 
question which again appeared to indicate the presence of an 
important phenomenon which was partially concealed. It is 
important to distinguish between reprimands which are 
delivered as sanctions and those which are delivered as 


friendly professional advice. 
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Question 20. 
This was the least successful of the anchor type 
questions. There were ten indeterminate responses to this 


question. 


Question 21. 

This was a useful and successful question. A few 
persons did refer to successful influence attempts of an 
out-group. This was action contrary to the direction of the 
Principal's administrative practice. 

Question 22. 

This was a useful and successful question but again a 
probe may be considered to give more direct relevance to the 
group of staff of the theory. 

Question 23. 

This was a useful and successful question. 
Question 24. 

This was a useful question but the interviewer must be 
alert to the difference between persons engaged in paper 
battles and those who have a simple preference for the use 
of memos. 

Question 25. 

There were nine indeterminate responses to this 

guestion. It could possibly be clarified by being 


restrutured as two questions. 
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Question 26. 
This was a reasonably successful anchor type question. 
OVERVIEW OF THE STUDY 
The purpose of this study was to develop a model of 
organizational staff as a tripartite categorization and to 


Carry out initial investigation of this model. 


The study was conceived to be exploratory in nature. 
Care was taken throughout to organize and carry it out with 
these considerations in mind. The justification for the 
study, conceptual framework, methodology, and kind of 
statements of evidence, all reflect this approach. 

The conceptual framework was preceded by a literature review 
which identified tuo basic approaches in organizational 
theory, the harmonious approach, which is characteristic of 
most organizational theorists, and the conflict approach. 
The present steady is of the latter type and this provided a 
focus of departure from traditional theory. Conflict was 
presented as an important aspect of the tripartite 
categorization. 

A categorization of resources and an analysis of type 
of authority relationship were described as fundamental to 
the categorization of staff. Three kinds of resources were 
described, Best Situational Rewards, Other Situational 


Rewards, and Established Rights. Three kinds of relationship 
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were also described, Integrative, Exchange, and Threat. The 
categories of staff were defined by reference to these two 
factors. The Dependent gets all three kinds of resources and 
is in an Integrative relationship with the leader; the 
Interdependent gets Other Situational Rewards and is in an 
Exchange Aiekiey nee and the Independent gets Established 
Rights and is in a Threat relationship. 

The development of the framework also described the 
State of conflict of each group and this was integrated into 
the categorization as well as a number of other variables. 
The most important of these is the Leader's Dependency on 
the middle or Interdependent Group of staff. Cohesiveness of 
groups was also discussed and given emphasis in the 
framework. Conflict, Cohesiveness, and Leader's Dependency 
were used as three main indirect indicators of the 
categorization and groups of further variables were 
associated with them at various levels and states for each 
category of staff. Ingratiation, informal sanction, and 
alienation were associated with conflict. Groupthink, 
communication, and promotion, were associated with 
Cohesiveness. Stability, legitimacy of authority, and 
obedience, were associated with Leader's Dependency. 

The discussion of these variables culminated in the 
presentation of a model which summarized the theory. 

Statements of problems eporone eae to the investigation 


were drawn from the model. 
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Methodology 

The methodology involved the construction of an 
interview schedule. Open-ended questions were developed from 
the problem statements. The questions were based on the 
respondent's perception of the staff, divisions in it, and 
administrative actions. The questions were pilot tested and 
the schedule adjusted. The investigation was carried out in 
one college in which the responses of thirty-seven staff 
members were recorded. 

Systematic treatment of the data involved the 
identification of the basic point in each reply and its 
allocation to three categories, acceptance of the proposal 
in the question, rejection of proposal, or indeterminate. 
However, some questions and probes simply gathered 
information on such matters as the size of groups as 
perceived by the participants. Comparison of response was 
used in the analysis of data and for this purpose two basic 
viewpoints of the respondents were identified and defined. 
Matrix I persons had a spectrum of characteristics 
associated with a conflict view of the organization and 
Matrix IT had a spectrum associated with the harmonious 
view. This axis of comparison could now be used along with 
the acceptor-rejector axis. 

In the presentation of the data extensive use was made 
of quotation and the basic implications of these quotations 


were repeatedly placed in summaries at appropriate points in 
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the three chapters of analysis. 

The open-ended questions did reveal traces of certain 
other aspects of the theory and model for which no specific 
questions had been constructed. In addition a few other 
matters, such as the possible use of particular language in 
group interaction and group reference to another group, bs 
tO Light, 

Summary of Conclusions 

1. The main conclusion of this exploratory study is 
that sufficient evidence of the tripartite categorization of 
staff was found, at the college under investigation, to 
warrant further testing and development of the theory. 

2. More information is required on the tripartite 
categorization of resources as it was not possible to gain 
adequate information on the relationship between categories 
of resources and categories of staff in this study. This 
applies especially to the Interdependent class of staff. 

3. A preferential allocation of resources can be 
associated with the Dependent group and a discriminatory 
allocation with the Independent group. 

4. The three kinds of relationship with the leader 
appeared to be operative at Warriston and both allocation of 
resources and relationship with the leader were associated 
with each other and with other descriptors of the categories 
to some extent. 

5. Conflict was a useful indicator of the groups of 


staff. A high level of conflict was associated with the 
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distant Independent group; lcw conflict with the close 
Dependent group; and mediation cf conflict with the 
Interdependent group. 

6. Neither the Dependent nor the Independent groups of 
staff appeared to be cohesive at Warriston. Cohesion may 
have been given too much emphasis in the theory and type of 
staff may be more appropriate than group of staff. 

7. The pattern of communication found at Warriston 
supports the theory. Independents were involved in one 
important form of formal communication and an influential or 
consultative group close to the Principal was found, but it 
could not be associated with high informal communication. 

8. The Leader's Dependency on a middle group of staff 
was guite apparent and this was associated with persons in 
the Exchange relationship. 

9. Other indicators of the categories, most of which 
were already in the model were identified and associated 
with the relevant group to some extent. This includes 
ingratiation in the Dependent group; alienation, 
nonrealistic conflict, and encouragement of instability in 
the Independent group; and a concern for stability in the 
Interdependent group. 

10. It was only confirmed, to a limited extent, that 
respondents in making reference to the attributes of a group 
of staff or persons in a group, were referring to the same 


persons. 
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OTHER CONSIDERATIONS 
Diagnostic Property of the Schedule 

The investigation at Warriston suqgests that the 
schedule has some potential as an indicator of the efficient 
use Of Organizational resources. The three categories of 
staff at Warriston did not appear to be in a stable and 
effective equilibrium. There was a tendency for the 
Interdependent group to join forces, at times, with the 
Independents and for this latter group to be perceived as 
rather large. This suggests that the use of resources for 
reward of those close to the Principal was higher than it 
should have been. Thus fewer resources were available for 
the education of the students or for allocation elsewhere. 
In addition the use of sanctions appeared to be quite 
extensive and this will not serve to re-align the 
equilibrium of the groups more effectively as the 
Interdependents had too much sympathy for the Independents. 
These few remarks indicate how the theory could be used to 
construct a detailed strategy for a more effective use of 
resources. 

One aspect of good administration in the tripartite 
theory is a sound and easily managed equilibrium among the 
three categories of staff. If excessive amounts of energy 
have to be put into the maintenance of this equilibrium by 
the administration and staff then the organization will be 
diverted from its stated goals. Innovation will also be very 


difficult to accomplish. Attempts to eliminate the least 
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satisfied group of staff, the Independents, or any other 
group, are equivalent to attempts to eliminate the 
functional hierarchy of the organization. This is not 
feasible in the modern organization. In addition, the least 
satisfied group is nct necessarily the least productive. 
Two studies are discussed below. One relates to the 
results, and the other to the theory, of the present study. 


Bennis 


41958) The findings of the present study are in 
accord with the results of the study of hospital staff 
carried out by Bennis. In the conclusions Bennis noted that; 
the staff did what they were rewarded for doing, that power 
did not reside in established formal position, and that 
Supervisors were not fully aware of the reward possibilities 
of those below them. The substance of these findings is 
strongly suggested in the present study. However, the 
Independents at Warriston were not within a system of doing 
what they were rewarded for doing. There were also 
indications of strong influence on the Principal, and thus 
the organization, of persons of relatively low rank. A re- 
alignment of the reward and sanction system would be part of 
the strategy of bringing the groups at Warriston into 
equilibrium. It has been suggested, for example, that the 
Principal placed too much emphasis on the rewards of the 
Dependents. 

Witkin and Goodenough (1977) At the theoretical level 


consideration may be given to an association between the 
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tripartite theory and the theory of field-dependent and 
field-independent cognitive styles. The differentiation of 
these styles is related basically to differences in self- 
nonself segregation. This in turn has relevance for the use 
of the field outside of self as a referent for behavior 
(Witkin and Goodenough, 1977:661). The field-dependent 
person has certain similarities to the Dependent and the 
field-independent has affiliations with the Independent. 
Witkin and Goodenough have provided an extensive review of 
this theoretical area but only a few characteristics of the 
two types discussed by them need be considered at present. 

The field-dependent has an interpersonal orientation 
and he has attributes which would enable him to get along 
with others. In addition the field-dependent avoids 
hostility, is sensitive to social cues, and makes use of 
external referents in ambiguous situations. These 
characteristics are less evident in the field-independent 
who is characterized by autonomy, self-reliance, and less 
effective interpersonal skills. 

The field-dependence concept may provide valuable 
support of the tripartite theory as well as relating it to 
other theoretical areas of importance. Reliable tests of 
field-dependence are available. 

This study only came to the writer's attention at the 


end of the research project. 
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RECOMMENDATIONS FOR FURTHER RESEARCH 

The next steps in research of the tripartite 
categorization are quite clearly indicated as a result of 
this study. They may be stated as follows: 

1. An improved version of the interview schedule should 
be used in a number of colleges or schools to provide 
further investigation of basic aspects of the theory. 

2. Investigations should be carried out in several 
countries in order to broaden the scope of the study. 

3. When the results of several investigations are 
available comparative considerations can be applied to the 
theory in order to provide further evaluation of it. 

G4. The implications of an association between the 
tripartite theory and the theory of field-dependence should 
be carefully considered. If it is concluded that an 
association may exist, tests of field-dependence can be 
carried out and a relationship sought between subjects 
identified by this means, and subjects identified as 
Dependent, Interdependents, and Independents, by other 
means. 

5. Future testing should consider aspects of the model 
not tested in this study. This includes groupthink, 
legitimacy of authority, and the use of "group" language. 
However, the categories may be considered as types rather 
than groups. 

6. New means should be sought to test the 


categorization of resources. 
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7. The diagnostic possibilities of the theory should be 
evaluated as more studies are carried out. The use of 
resources as indicated by the tripartite theory should be 
compared to other measures of the use of resources. 

8. Ethnographic enquiry is another approach to research 
which may be utilized at the present stage. Due to the | 
subtle nature of certain aspects of the theory this may be 


particularly appropriate. 
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1. TEXT OF A LETTER GIVEN TO THE PRINCIPAL OF WARRISTON 
COLLEGE ON AN INTRODUCTORY VISIT. 
ZeplGkt OF SAS LETTER CLRCULATED TO\THE STAFF AT WARRISTON 


COLLEGE PRIOR TO THE COLLECTION OF DATA. 
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TEXT OF A LETTER GIVEN TO THE PRINCIPAL OF WARRISTON COLLEGE 


ON AN INTRODUCTORY VISIT 


D. H. Allan, Department of Educational Administration, 


University of Alberta, Edmonton. (Phone, 403. 432.3094) 


General. 

The study is carried out under the auspices of the 
Department of Educational Administration for the doctoral 
thesis. The chairman of the research committee is Dr. L. Gue 
and the other two members of this committee are Dr. R. Bryce 
and Dr. C. Bumbarger both of the Department of Educational 
Administration. It is hoped that the study will be completed 
this year. 

Problem. 

This is an exploratory study which will probe for the 
existence of certain variables rather than seeking 
relationships between variables or making predictions from 
sample to population. The areas to be investigated are staff 
perceptions of the allocation of resources within the 
organization and staff perceptions of certain aspects of 
administrative relationships. 

Requirement from the College. 

The co-operation of about 40 staff members is required. 

Fach will be asked to respond individually to an interview 


schedule taking about one hour per respondent. Instructional 


staff including heads of departments or sections and Vice- 
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principal or Vice-presidents are suitable respondents. The 
40 staff will probably be selected by random sample from the 
LOrdimruoctlucmrondl starr but if the total staff is only 
about 40 all may be asked to respond. The questions, about 
20 in number, are open-ended and replies may be short or 
detailed to some degree as seen to be appropriate by the 
respondent. Other than the possibility of some contact later 
to clarify a few responses during the analysis of the data 
this is the total required in-put of the college staff. If 
this clarification is necessary it would probably be carried 
Out by phone. 

Unless a specific acknowledgement is requested the 
college will not be identified in the thesis. It will be 
given either as an Alberta college or a Canadian college. 
Neither respondents nor other staff members will be 
identified in the thesis. The material to be analysed deals 
with the organization and administration of the college 
rather than its specific curriculum or activities. It will 
not be possible to generalize from the given study to other 
Organizations. 

I will be happy to re-visit the college after the data 
has been analysed to engage in discussion of the findings 


and their implications. 


bar ; 















odd mort ofgmne nobesy yd betpoton od yd sdorg Likw tista oat 
yido at trete infos od? TE Sud srate fesottovatend Letot 7 
tuods ,aaosyaaup sd? .bsocest oF boxtes ed ysa Iie OF teods 
to trois od Yea aokiges bas bebas-nego @76 redid at 08. 
aid yd stetiqorggs ed OF fese a6 sotpeb seoe oF Ballazeb 
1oftel tostces enor to yeilidtiesog ent feat asd70 tae ba0gze7 
sjsh ada 2o lieatiis eat pata geenodaes wot 5 vittro, of 
-it?s%2 9pelloo ad Yo. sugeat Sertupss 4ptos odt ei pide 
hotties od yidaderg bivow ai yisenopen. at goltsoitizsio eid 
an ,onodd ¥d 250 © "| 

21u-4eS£93 bob Salizgged ty 
hatsauper af stresepbelyoaios, ofiigege # eaeial ou al 

Ifty ** .aieved? ego af Battiscaebit ed goa litw spetios 

spellor cathsrsd s 26 epelios sizedLa as as 19dtis sevip 
ot Lliw eteddse 23sta aedto tod atashgoqgez. redsiof ” 

eiseh boaylees od o? Isttetsm oat atgeds edt ai bottt saebt 

spolfoo edt to coitaaratainde bap nobteetaspzo ad? dtiw 

LLiv 47 .2ehsividas to mmkankaw> 2i2toage eth ged? beepbalt 
aedto ov yhute novip edt nos? pmaraney ae 2 


, i youl 
leon she asad 


165 


Ome Cenk oun GULATED TO THE STARE AT WARRTSTON 
COUbAGCE PRLORS TOs tH COLLECTION OF DATA 
Poon ene er Ine pd... 
ROCA teaching Statt. 

We have received a request from a graduate student, 
Day VaeA Uva, eat the University of Alberta to be involved in 
a study for a doctoral thesis. I believe the information 
generated will be useful to Warriston College, therefore T 
would encourage ycu to participate. 

The study is exploratory and will attempt to 
investigate staff perceptions of (a) the allocation of 
resources within the college and (b) certain aspects of 
administrative relationships. 

Approximately 40 staff members are required. Each will 
be asked to respond individually to an interview schedule 
taking about one hour. Neither individuals participating nor 
the college will be identified in the thesis. 

T realize that most of you are busy, however Mr. Allan 
can be here at the college over several weeks, So can 
accomodate your schedule. He would like to begin Monday, 
June 6. I would therefore, ask all persons willing to 
participate to please indicate to your Department Head, the 
day and hour that you would be a ailable for an interview. 


Thank you for your assistance. 
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